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SEPO/SPI AGENT JOB DESCRIPTION

The Systems Engineering Process Office (SEPO, Code 212) is a technical staff code tasked to facilitate engineering and project management process improvement at SPAWAR Systems Center (SSC) San Diego.  The primary objective is to raise the Center's engineering and project management core competency to a higher maturity level in accordance with IEEE/EIA 12207 Life Cycle Processes, EIA 632 Processes for Engineering a System and the SEI Capability Maturity Model Integration (CMMI).  SEPO was established by the Commanding Officer and Executive Director to assist the Center in implementing the Project Management and Systems/Software Engineering Management Policies, which apply throughout the organization and covers all projects involved in acquisition, new development, modification, reuse, re-engineering, maintenance, integration, and all other activities resulting in work products.  SEPO is also responsible for facilitation of standardized technical work processes across the Center in accordance with the Center’s Balanced Scorecard.

To accomplish this, SEPO maintains a core of people working directly in Code 212 as well as supports, via funding, training, and management, a set of Systems/Software Process Improvement (SPI) Agents within each department.  The SPI Agents are members of their departments as well as members of SEPO. The effort to raise the Center's engineering and project management core competency to a higher maturity level is funded partially by overhead, and partially by each of the technical departments.  The Center's approach is to work with all projects to improve their engineering and project management core competency and to also work with designated projects in each of the departments to help them implement the best practices described in the CMMI.  Best practices from these CMMI projects will be migrated to other projects as part of the effort to institutionalize sound engineering and project management practices throughout the Center.

DUTIES for SEPO Core Personnel:

Members of SEPO are involved in activities to support the following requirements:

· Department Process Improvement: This includes developing and maintaining all organizational level policies, processes, procedures, templates, and aids per the CMMI Organizational Process Definition Process Area; assisting in their tailoring and implementation on technical projects; and coaching and mentoring of SPI Agents.

· Training: This includes developing and teaching modules of the Systems/Software Engineering Management course, the Process Improvement for Everyone (PIE) Workshop, the Peer Review Workshop, the Guidelines for Successful Teams Workshop, and specialized Just In-Time training classes.

· Technology Transfer: This includes facilitating an engineering and project management information exchange via the "sw_community" email alias, maintaining an engineering and project management library, conducting periodic Systems/Software Process Improvement Working Group (SPIWG) presentations, publishing and maintaining the SSC San Diego Process Asset Library (PAL) which provides downloadable documentation and links to numerous other engineering and project management web sites, and maintaining a database of COTS tools used by SSC San Diego projects.

· Community Liaison and Marketing Support: This includes interfacing with the engineering and project management community outside of SSC San Diego, both government and commercial, and providing input to proposals and marketing presentations for technical projects at SSC San Diego.

· Appraisal Agent: This includes assisting with both internal and external Standard CMMI Appraisal Method for Process Improvement (SCAMPI) appraisals on organizations and projects to determine best practices and areas for process improvement.

In addition, SEPO members who are in direct support of specific departments shall perform the following activities:

· Contact Dept. SPI Agent(s) to discuss status, progress, and issues at least once a week.

· Ensure Department Process Improvement Plans are reviewed and updated at least once a year. (Oct 1)

· Conduct and participate in mini-appraisals of CMMI projects on a periodic basis. (Yearly)

· Attend Dept/Div/Project Systems/Software Engineering Process Group (SEPG) and/or SPI meetings (as schedule permits).

· Ensure SPI Agent performs Quality Assurance (QA) audits of process improvement project QA activities. (Yearly)

· Review Dept/Div/Project PALs on a periodic basis. (Qtrly)

· Ensure that CMMI project CMMI Matrices (PI03 charts) are updated on a periodic basis (before SEPO brief to senior management)

· Ensure process improvement is expanding to other projects within the Department.

DUTIES for Department SPI Agents:

SPI Agents are located in each technical department.  These people will tailor the Center’s process assets to their department's needs by first assessing the baseline of engineering and project management capability of their department projects, then facilitating the development and implementation of improvements to that baseline.  SPI Agents will perform the following activities:

Organizational Activities

· Attend and actively contribute in SPI Agent meetings.  Complete action items assigned in a timely manner.

· Be knowledgeable about the contents of the SSC San Diego PAL

· Provide inputs to SEPO status reports and status briefings in a timely fashion

· Participate in the update of documentation at the organizational level (i.e. on the SSC San Diego PAL) 

· Participate in peer reviews of organization-level processes and documents

Department

· Act as the Project Manager for engineering and project management process improvement efforts within their department

· Assist their department in implementing the Center’s Project Management and Systems/Software Engineering Management Policies

· Publicize and raise awareness, appreciation, and support for process improvement within their department

· Keep current and implement the department's Process Improvement Plan and manage process improvement risks

· Provide process improvement updates to the department business plan

· Serve as the facilitator of the department Systems/Software Engineering Process Group (SEPG)

· Serve as a member of their department’s Project Management Advisory Council (PMAC)

· Act as a liaison between SEPO, their department and other groups such as SEPGs and PMACs, by sharing information such as SPI Agent meeting minutes, SEPO status briefs and reports, best practices, lessons learned, process improvements, and technology improvements

· Assist their department in identifying and tracking process improvement needs, such as training

· Coordinate the identification and use of department-wide best practices

· Report department process improvement status to the SEPO Director on a weekly basis

· Establish and maintain a department PAL in concert with the SSC San Diego PAL and as defined by the department PAL requirements

· Ensure projects are submitting Project Data Forms (PDFs)

· Conduct yearly audits of QA activities within their department 

· Ensure process improvement is expanding within their department

· Facilitate rewards/recognition for process improvement achievements

Project

· Mentor and coach projects in the implementation of engineering and project management best practices.

· Help projects to generate and implement process improvements, including developing and tracking a schedule for these improvements that is integrated into the project’s overall schedule

· Ensure CMMI projects periodically update their process improvement activities in their Project Management Plans and schedules

· Facilitate the creation and tailoring of project-specific process definitions and documentation in concert with SSC San Diego's and the department's best practices

· Provide training on the department's best practices and processes

· Identify and collect measurements to track process progress

· Facilitate project status reporting to senior management on a periodic and event-driven basis.

· Support projects in using the Organization Measurement Repository (OMR) 

· Conduct periodic appraisals of the department CMMI projects (yearly)

· Update and maintain CMMI matrices (PI03 reports) for each of the CMMI projects within the department (update prior to SEPO status briefings to the Senior Management and after project appraisals)

QUALIFICATIONS

All SPI Agents must meet the following expectations:

· Be experienced in each phase of the software and systems development life cycle (as described in IEEE/EIA 12207 and EIA 632)

· Have an understanding of the management of technical projects

· Be knowledgeable of software and systems engineering process, specifically in using the SEI’s CMMI to facilitate process improvement

· If applicable, be familiar with the specific application domains of the department in which they will work

· Have the ability to do independent research, as well as to actively participate as a member of a team

· Have the ability to communicate skillfully and concisely, both verbally and in writing, especially in generating and delivering effective presentations and training and developing process documentation

· Have good interpersonal skills

· Additionally, SPI Agents must be committed to assuming the responsibilities of being a member of the SSC San Diego process improvement organization.  They must be respected for their expertise and contributions to the advancement of best practices within their departments.  They must be self-motivated, have a high degree of integrity, and be able to perform multiple tasks.  They must be a champion of process improvement and be able to explain why process improvement is a good business decision for SSC San Diego.  They must have the ability to make things happen with their peers and the department sponsors.  They must be viewed by SEPO and their organization as being the right person to represent their department and SSC San Diego in the process improvement field.  They must be dedicated resources.  Project managers come to SEPO as a source of expertise on project management, software, and systems engineering processes.  We need a core of people who know our business well enough to advise any project regardless of application domain, one who is dedicated full time to that effort, and has the people skills to advise without directing, to become a part of the project team, one who is respected for being value added.

TRAINING

All SEPO Core personnel and SPI Agents are expected to complete the following training:

· Process Improvement for Everyone (PIE) Workshop

· Systems/Software Engineering Management course

· Capability Maturity Model Integration Orientation class

· SCAMPI Orientation class

· Change Management and/or High Performance Organizations for the 21st Century Seminar (HPO)

· Guidelines for Successful Teams Workshop

· Peer Review Workshop

Additionally, the following courses are highly recommended:

· Seven Habits of Highly Effective People

· Situational Leadership II

INFORMATION

For more information on the process improvement initiative and available products and services, please see http://sepo.spawar.navy.mil, specifically the Systems/Software Engineering Management Policy.

BACKGROUND

Based on a consensus of many experts and much literature in this field, an organization's chance for success depends first on having an exceptional manager and an effective development team (PEOPLE). Secondly, it depends on its effective use of TECHNOLOGY, and finally, on its PROCESS maturity.

In a software and systems engineering organization:

PEOPLE refers to the attributes of the personnel responsible for managing, performing, or overseeing the development and maintenance of their products.  Management commitment and ability to hire and retain competent people are the most crucial elements in predicting an organization's success.

TECHNOLOGY refers to the tools, languages, information, applications, and environments needed to develop and maintain a system.

PROCESS refers to the way people approach systems development and maintenance.  Process is a particular method of doing something, generally involving a number of steps or operations.  An engineering process consists of methods, activities, plans, practices, procedures, and steps used to produce and maintain a system.  It is the fiber that connects people to technology, and it allows people to effectively use their technology.  Process maturity is how well a process is defined, managed, measured, and controlled, and how effective it is.  Engineering and project management process maturity is an indicator of software and systems development capability.  The quality of a system is governed by the quality of the process used to develop it.

Of the three, talented people are, by far, the most important element of any organization.  However, organizations must strive for balance.  Good engineering processes, and the proper, although not necessarily the most current, technology, must be available to competent management and their workforce.  SSC San Diego management is responsible for obtaining and maintaining the PEOPLE and TECHNOLOGY needed to produce high quality products.

SEPO was established as a result of an SEI assessment in 1988 and was tasked to assist the SSC San Diego software community in identifying, documenting, institutionalizing, and improving the processes they use to develop and maintain their software products.

The Department of Defense (DoD) formed SEI in 1984 to establish standards of excellence for software engineering and to accelerate the transition of advanced technology and methods into practice.  One SEI project has been to provide the DoD with some way to characterize the capabilities of software development organizations and provide guidance on how to establish and improve software development processes.  The result was the Capability Maturity Model for Software (SW-CMM) (see the article about the SW-CMM at http://www.sei.cmu.edu/publications/documents/96.reports/96.ar.cmm.v1.1.html).  The SW-CMM presents recommended practices in a number of key process areas that have been shown to enhance software development and maintenance capability.  SW-CMM Key Process Areas include Project Planning and Tracking, Requirements Management, Training, Reviews, Quality Assurance, Configuration Management, and others.  Correlation between project success and using the SW-CMM was established in a study by the Air Force Institute of Technology in September 1995.  An excerpt from their report says, "The aim of our research was to determine the nature of a correlation between the SW-CMM rating and software development success....  We were able to show correlation between SW-CMM rating and the cost and schedule performance....  We observed improved cost and schedule performance with increasing process maturity.  Specifically, the least mature organizations were likely to have difficulty adhering to cost and schedule baselines...the more mature organizations were likely to have on-baseline cost and schedule performance....  This study has validated a correlation between project success and SW CMM ratings... ".  Continuous process improvement is based on many small, evolutionary steps rather than revolutionary innovations.  SEPO uses the SW-CMM and CMMI as a framework, a guideline, for organizing these evolutionary steps into five maturity levels that lay successive foundations for continuous process improvement.
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