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Version 2.3 includes the following changes:




Section 2
M
(1) Added refs b and e, deleted NRaD policies refs.  Also, added ref c to Handbook for Process Management (HPM) (not part of DCR).
DCR 1



Section 3
M
(2) Added text to match Fig 3-1.  Changed NCCOSC to SSC SD in Figure 3-1.
DCR 2



Section 4
M
(3) Replaced SPI Process steps with steps to achieve SPI Goals.  Changed section title.  Made Step 3 more generic.  Combined Steps 4 and 5 from DCR and added reference to HPM.  Split Step 8 into two steps and added words about improving the process.
DCR 3



Section 5
M
(4) Provided table for SPI goals to be listed all together.  Deferred portion of DCR which revised the tasks to achieve the goals, however the existing steps were reworded to emphasize achieving goals rather than implementing them.  Words were added in Section 5.1 to clarify that the goals should be worded in terms of what is expected not how to do it.  The examples in Sections 5.1.1 – 5.1.5 were revised to match the new goal wording.  Sections 5.2.1 –5.3.5 were removed and Section 5.2 was rewritten to indicate that the subsections in 5.1 are to be repeated for each goal.
DCR 4



Section 3

(5) Separate SPI Support Organization and SPI Organization – deferred this DCR for further study.
DCR 5



Appendix A
A
(6) Added list of abbreviations and acronyms.
DCR 6



SPI Plan Title Page
M
(7) Revised signature lines on title page.
DCR 7



Project SPI Plan Template Title Page
M
(8) Added “Project” to the title and removed references to Department SPI plan throughout document.
DCR 8



Throughout document
M
(9) Added styles from HPM to this document.  This primarily changed the text font and the style of the Headings in each section.  Lists are now consistent throughout the document.




Throughout document
M
(10) The header in the front material was modified to reflect the new title, version and date.  The word “Version” in the header of the SPI Plan portion was shortened to “Ver”.  




Throughout document
M
(11) Changed the page numbering scheme to sequential numbering.




Throughout document
M
(12) Changed NRaD and NCCOSC refs to SSC SD throughout document.




SPI Plan Template Cover
M
(13) Added author information to cover of template.  Changed version number and date.




SPI Plan Template  Preface
M
(14) Combined Foreword and Admin Information from Ver 2.2 and relabeled Preface.  Eliminated redundant information.  Added words about relationship to Department SPI Plan.




DCR form in front material
M
(15) Added name of document and SEPO’s email address.




Document Conventions
M
(16) Clarified instructions to user about pages to delete from the template when creating a project SPI plan.




SPI Plan Title page
M
(17) Added instructions to user about including organization information.




Section 1
M
(18) Removed italics from headings.  Reworded purpose to reflect (4) above.  Revised Sec 1.2 to reflect document structure changes.  In Sec 1.3, added sentence about use of DCR to suggest changes to document. Added words about relationship to Department SPI Plan.  Removed first sentence in Sec 1.4 as it is covered in Sec 1.5.  Removed second item in first paragraph of Sec 1.5 as it is covered in Sec 1.4.




Section 3
M
(19) Added Code to items b – e.  Added member list to item j.  Added responsibility for updating Project SPI Plan to item k.  Changed “Management” to “Manager” in four places in Figure 3-1.




Section 6
M
(20) Revised intro wording.  In Table 6-1, added instructions that risks should be stated as a problem.




Section 7
M
(21) Revised intro wording.




DCR at end of document
A
(22) Added DCR for project SPI plan at end of document.  This is different from the DCR in the front material which is to be used for changes to the whole template document not just to the Project SPI Plan.


DOCUMENT CONVENTIONS

This document is a template.  As such, wording in this document should be tailored to the project for which the SPI Plan is being developed.

Standard conventions are used within this document to direct the reader to specific sections of the text.  These sections provide instructions and explanations and require users to substitute their own project-specific information for the generic information provided or to "fill in a blank."

[[text]]
Global changes.  Items that appear in regular text and are surrounded by double brackets represent changes that can be made globally throughout the document.

Italics
Instructions and explanations.  Items that appear in italics represent instructions to the user and are not to appear in the completed version of the document.

The SPI Plan template begins on the next page with a Project SPI Plan title and approval page.  Delete this Document Conventions page and all preceding pages in the final version of your project SPI Plan.  Don’t forget to update the header to reflect the appropriate document configuration identifier for the project SPI Plan.
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Section 1.  INTRODUCTION

1.1
Purpose

This Software Process Improvement (SPI) Plan describes software engineering process improvement for the [[PROJECT NAME]] and is the “map” to be followed for the improvement effort.

The plan includes (1) the goals for the process improvement, (2) the plan for achieving the goals, and (3) the methodology for creating or updating affected process documents.  This SPI Plan is a “living document” and will be updated at least yearly in month.

1.2
Document Structure

This plan is organized as follows:

a. Section 1, Introduction – Provides an introduction to the plan and background information on the assessments performed on the [[PROJECT NAME]].

b. Section 2, Referenced Documents – Provides a list of documents referenced in creating this plan.

c. Section 3, SPI Organization – Includes all groups responsible for taking action.

d. Section 4, Process to Achieve SPI Goals – Provides the general steps which will be completed to achieve each goal.

e. Section 5, SPI Goals and Implementation - Identifies the SPI goals for [[PROJECT NAME]] and the specific steps for achieving each goal.

f. Section 6, Risk Management - Identifies the risks associated with achieving the SPI Goals and how they will be managed.

g. Section 7, SPI Schedule - Provides the planned schedule of SPI activities.

h. Appendix A, Abbreviations and Acronyms – Provides the definition of all abbreviations and acronyms used in this plan.

1.3
Relationship to Other Documents

This [[PROJECT NAME]] SPI Plan is derived from the D[[XX]] Department SPI Plan and implements the SPI goals from that plan.  

This plan is based on the SPI Plan Template for Space and Naval Warfare (SPAWAR) Systems Center San Diego (SSC SD) developed by the Software Engineering Process Office (SEPO).  Deficiencies, corrections or suggestions for improvement should be submitted to indicate individual or group using the Document Change Request (DCR) form which appears at the end of the document.

1.4
Background

Describe the events leading to the development of this plan.  The outcome or results from SEPO meeting with upper management to discuss SPI or from a Quicklook appraisal performed on a project may be discussed here.  If an Comprehensive Appraisal was performed, Sections 1.5 and 1.6 may be useful in documenting the appraisal, findings and recommendations.

1.5
Appraisal Background

This section should discuss one of the following:

a. Give a brief history of the Comprehensive Appraisal performed on the project and if an appraisal report was generated, make reference to that report.

b. Discuss the Comprehensive Appraisal performed using the following example format provided here and in Section 1.6.

This plan is in response to a Comprehensive Appraisal that was conducted on <list the project or projects> on <date>.  The methodology for the appraisal was <describe what method was used to conduct the appraisal>.  The members of the team are listed below:

a. <name>

<activity/code>

<team role>

b. <name>

<activity/code>

<team role>

c. <name>

<activity/code>

<team role>

d. <name>

<activity/code>

<team role>

e. <name>

SEPO, D13

Facilitator/Software Engineering Process 

Group (SEPG) Lead

A summary of each day’s activities for a full-scale appraisal is described in Table 1-1.

Table 1-1.  APPRAISAL AGENDA AND ACTIVITIES
Day 1
Day 2
Day 3
Day 4
Day 5

Team Travel 

(if required)
Provide Presentation on Appraisal Process
Conduct Interviews
Deliver Draft Findings
Deliver Final Findings


Review Documents
Review Documents
Conduct Interviews and Review Documents
Team Travel

(if required)


Conduct Interviews
Consolidate Information
Consolidate Information
Produce Reports


Consolidate Information
Prepare Draft Findings
Make Rating Judgments Prepare Findings


On <Day 2>, the appraisal team opened with a presentation on the appraisal process to senior management and appraisal participants.  After discussing the appraisal objectives, the appraisal team presented the details of the appraisal process to management and technical personnel of the following projects:

a. <Project 1 name>

b. <Project 2 name>

c. <Project n name>.

Each project team responded to a series of structured questions designed to highlight the status of their software engineering process and to identify those areas needing attention or improvement.  Each project team was asked to provide additional materials to support their answers in areas highlighted by the responses.

On <Days 2 and 3>, the appraisal team interviewed the project’s technical professionals/staff.  These interviews provided further information about facets of the software engineering development process for <Project 1 name, Project 2 name, Project n name> and enabled the appraisal team to identify areas needing attention or improvement.

On <Day 4>, the appraisal team again met with each project team to review the support materials requested.  These sessions clarified issues and identified methods which could be valuable if more broadly applied at SSC SD.  The purpose was to identify “Best Practices” to be shared across organizational and Department lines.  The appraisal team then discussed their preliminary findings with the project teams and received feedback from them.

On <Day 5>, the appraisal team presented its findings to the project teams in the form of best practices, areas for improvement, and outstanding issues.  The exit brief included the following metric information:

a. Number of person years of combined software experience of the team members.

b. Number of person hours of SEPO, SPI, Software Capability Evaluation training for all team members.

c. Number of person hours of team preparation for the appraisal.

d. Number of person hours conducting the appraisal.

e. Number of questions asked of number of people during interviews.

f. Number of documents reviewed.

1.6
Appraisal Findings And Recommendations

Provide the appraisal findings, the target areas for improvement, and recommendations which may include the following:

a. Global findings that provide overall organizational findings the team has noted during the appraisal.

b. Key Process Area (KPA) findings which include the following items:

1. Strengths identified in the implementation of the KPA.

2. Non-Applicability which identifies practices related to this KPA that are not applicable to the organization’s environment.

3. Weaknesses identified in the implementation of this KPA.

4. Improvement Activity which describes process improvement activities not yet institutionalized.

c. Best Practices identified that could be shared across organizational and Department lines.
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section 2.  REFERENCED DOCUMENTS

The following documents were referenced in developing this plan:

a. Software Process Improvement (SPI) Process, Version 2.3, SEPO, SSC SD, 25 June 1997.

b. Project Software Process Improvement Plan Template, Version 2.3, SEPO, SSC SD, 7 September 1998.

c. Handbook for Process Management, Version 1.0, SEPO, SSC SD, 24 September 1998.

d. Software Engineering Process Policy, SPAWARSYSCEN SAN DIEGO INSTRUCTION zzzz.1, D10, 30 July 1998.

e. Capability Maturity Model for Software, Version 1.1, CMU/SEI-93-TR-24, February 1993.

f. Identify any program/project software engineering policies.

g. List other documents referenced.
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Section 3.  SPI ORGANIZATION

Amend the organization chart, roles and responsibilities to fit your project.

The organizational entities are shown in Figure 3-1.  The entities and their roles and responsibilities to support SPI efforts are described in the following paragraphs:

a. Sponsor (or Acquirer) - Provide policy, funding, adequate resources, and infrastructure; insist on collection and use of measurements and monitoring activities; require accountability of project(s) to show the Return on Investment (ROI).

b. Department Manager, Code - Provide policy, funding, adequate resources, and infrastructure; insist on collection and use of measurements and monitoring activities; require accountability as Department Manager and accountability of subordinates to achieve SPI.

c. Division Manager, Code - Provide policy, funding, adequate resources, and infrastructure; insist on collection and use of measurements and monitoring activities; require accountability as Division Manager and accountability of subordinates to achieve SPI.

d. Branch Manager, Code - Provide funding, adequate resources, and infrastructure; insist on collection and use of measurements and monitoring activities; require accountability as Branch Manager and accountability of subordinates to achieve SPI.

e. [[PROJECT NAME ]] Manager, Code - Provide funding, adequate resources, and infrastructure; insist on collection and use of measurements and monitoring activities; require accountability as project manager and accountability of subordinates to achieve SPI.

f. SSC SD Training, D0244 – Facilitate training courses and maintain training records.

g. SEPO - Facilitate actions and efforts for [[SPI Team or SEPG]]; coordinate and provide software engineering course training; coordinate and participate on Capability Maturity Model (CMM) or non-CMM-based appraisals; provide focal point/repository for SSC SD software engineering actions and products; provide SSC SD’s liaison to external software engineering community; coordinate identification and implementation of SSC SD best practices; assist [[PROJECT NAME]] in developing and implementing a SPI Plan; report on SSC SD SPI progress; periodically assist in updating the [[PROJECT NAME]] SPI Plan; and assist in expanding SPI efforts for [[PROJECT NAME]] and SSC SD.

h. Department SPI Agent/SEPG - Assist Department SPI projects in identifying and implementing Department and SSC SD best practices; assist Department projects in developing and implementing a SPI Plan including developing and tracking a Plan of Action and Milestones (POA&M); perform periodic Department appraisals; report on Department SPI progress; periodically update Department SPI Plan; and expand SPI efforts to other Department projects.

i. Software Quality Assurance (SQA) – Participate in SPI efforts and provide verification of implementation of processes.

j.  [[PROJECT NAME ]] Process Approval Board - Review new or revised processes, approve process for project use.  Members of the Process Approval Board include: list the name and role of each participant.

k.  [[PROJECT NAME]] SPI Team - The [[PROJECT NAME]] will pull together into one integrated team the various SPI efforts of all [[PROJECT NAME]] team members to ensure that all software activities are conducted in a disciplined, managed, and consistent manner.  The team will identify, acquire, organize, screen, track, evaluate, and implement processes, as well as develop guidelines for using processes and provide training to [[PROJECT NAME]] members on the use of processes.  This team is responsible for updating the project SPI Plan.  The SPI Team members are: list the name and project role of each SPI Team member.
l.  [[PROJECT NAME]] Process Subcommittees/Process Working Groups - The SPI team is composed of subcommittees established to address SPI issues.  The subcommittees established are: list the subcommittee name and project lead name.
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Figure 3-1.  Sample SPI Organization
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section 4.  PROCESS TO ACHIEVE SPI GOALS

The overall [[PROJECT NAME]] SPI effort follows the SPI Process, Reference a..  Step 9 of the SPI Process is to implement improvements that have been identified as needed, and are documented in the SPI Plan as goals.  The achievement of each SPI goal will, generally, involve the documentation, development or improvement of a process that can then be utilized repeatedly.  The following list contains the actions that will often occur to complete the needed process to achieve each goal:

a. Identify the process author for documenting the required process or procedure.

b. Estimate the work effort to develop the process or procedure.  Estimate a date that the process or procedure will be available for implementation.  Determine the type of peer review to be used.

c. Review SEPO and other organizational products for tailoring and meeting guideline requirements.

d. Develop the process or procedure and have it peer reviewed.  The Handbook for Process Management, Reference c, is available to assist this effort.

e. Submit the process or procedure to the Process Approval Board for approval.  Rework any issues.  After the process/procedure is finalized, place it in the project’s Process Asset Library and provide a copy to SEPO.

f. Develop/acquire and provide user training of the process or procedure to affected team members.

g. Implement the process or procedure.  

h. Monitor and measure process performance.  Refine or improve the process based on the monitoring results.

i. Measure achievement of the SPI goal.

j. Provide feedback to SEPO on the SEPO organizational products that were used to develop the process or procedure.
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section 5.  SPI GOALS AND IMPLEMENTATION

This section describes the SPI goals for [[PROJECT NAME]].  For each goal, there is (1) a cross-reference to an appraisal finding or recommendation, (2) the tasks for achieving the goal, (3) the steps for accomplishing the tasks, (4) the method, process, or tool to accomplish the goal, and (5) the measurements to ensure that the goal is achieved.  The goals are summarized in Table 5-1 with implementation details described in the sections that follow.

Table 5-1.  SPI GOALS FOR [[PROJECT NAME]]

Goal Number
Goal

1
Reduce the number of defects in delivered products.

n


5.1
Goal 1

State your SPI Goal.  Goals are expressed in terms of expected outcomes and do not include how the outcome will be achieved.  Example: Goal 1 is to reduce the number of defects in delivered products from 20 defects/KSLOC to 10 defects/KSLOC in one year.

5.1.1
Associated Appraisal Finding/Recommendation for Goal 1

Identify the associated appraisal finding or recommendation that this goal is addressing.  Example: A Comprehensive Appraisal found that work products were not being examined during the early phases of development.

5.1.2
Tasks To Achieve Goal 1

Identify the action needed to achieve the goal.  Example: Develop and implement a peer review process for all work products.  Determine if the SEPO Peer Review (PR) process will meet the project’s needs and tailor appropriately.

5.1.3
Steps for Accomplishing Tasks for Goal 1

List the steps for accomplishing the task.  Example: The steps for developing and implementing a peer review process are listed below:

a. Develop a peer review process.  During this step, determine if the SEPO PR or Formal Inspection (FI) Processes will meet the needs of the project.  

b. Identify project participants for the review process.

c. Identify the initial product to be inspected and plan for the other products to be inspected.

d. Schedule a training workshop for the review participants.

e. Receive the selected review training.

f. Schedule a review.  Invite SEPO to participate as an Observer.

g. Conduct the review.

h. Receive Observer feedback.

i. Implement lessons learned at next scheduled review.

j. Measure the results of using the review process on the product.

k. Continue using the review process and measuring the results.

l. Provide feedback to SEPO on the use of the review process.

5.1.4
Method, Process, or Tool for Achieving Goal 1

Describe the method, process, or tool for achieving Goal 1.  Example: The method for achieving Goal 1 is to use SSC SD’s PR Process.  The PR Process is a quality assurance team-based technique for reviewing and improving software engineering-related products.  A requirement for using the PR Process is that training must be provided to the project participants who will be involved in peer reviews.

5.1.5
Measurements to Achieve Goal 1

Identify the means to be used to measure that the goal has been achieved and report the results to the project team and upper management.  Example: The number of Software Trouble Reports against a product release will be collected and analyzed to root cause, and the defects found and fixed using the peer review process will be collected and analyzed.  The results will be reported during quarterly reviews.

5.2
Goal n

Repeat sections in 5.1 for each goal.

Section 6.  RISK MANAGEMENT

Table 6-1 is a template that may be used to address risks associated with the goals identified in Section 5, SPI Goals and Implementation.

Table 6-1 provides a management plan for each risk.

Table 6-1.  RISK MANAGEMENT
RISK MANAGEMENT ENTRIES
PREPARATION INSTRUCTIONS and EXAMPLES

Risk ID
The name/title of the risk stated as a problem, i.e., “Lack of”, “Loss of”, “Failure to”, etc.

Example - "Lack of Management Commitment for SPI efforts.”

Reason(s)
A discussion, may be short, explaining why it is a risk.

Example - “Lack of management commitment is detrimental to software process improvement efforts.” 

Impact(s)
What will happen in terms of cost, schedule, inability to achieve goals, etc. is described here as objectively as is known.

Example -  “Success of process improvement efforts will be very limited without management commitment.”

Probability

How likely will the risk occur; quantifying it, if possible, based upon what is likely if no risk reduction plans are executed, i.e., the probability at the time the risk is identified.

Example -  “High. Past experience has shown that lack of management commitment is a frequent occurrence.” 

Priority

How important is this to the success of the project.  Note that this is normally tied closely to impact but is quite different from "probability".

Example -  “High.”

Risk Avoidance Plan(s) (if any)

This is a plan(s) that would obviate/eliminate the risk altogether.  It may introduce a different risk or cost more but the original risk is gone.

Example -  “None.”

Risk Reduction Plan(s)

These are specific activities that will be executed to reduce the possibility that the risk will occur.  They are essential in really doing Risk Management.

Example -  “Provide training on the benefits of software process improvement.  Show real world examples of success stories.  Meet with individual(s) who lack commitment to discuss their concerns.  Include SPI in the written objectives for managers.” 

Tracking (metrics)

What measurable or objective criteria are going to be examined/tracked to determine if the risk in question is becoming less or more likely?

Example - “Track the SPI milestones that are in the SPI Plan to see if they are being met.”

Contingency Plan(s)

This is a plan(s) that is implemented if the risk actually occurs.

Example -  “Provide a written report to the entire management chain citing what SPI milestones are not being met, why, and what changes are required to meet them.”

Entrance Criteria to Contingency Plan(s)

This/these are conditions which, when met, cause the Contingency Plan to be implemented.  They may be data points from the metrics being taken to track the risk or they may be if "certain events do or don't happen."

Example -  “SPI milestones from the SPI Plan are two weeks behind schedule.”

section 7.  SPI SCHEDULE

The POA&M for this SPI effort may be included in this section or there may be a reference to where it is located.  A sample of an SPI POA&M can be found in the SPI Process document. The minimum entries to the POA&M should include activity name, start date, end date, and responsible person or group.

The SPI Plan of Action and Milestones (POA&M) provides the schedule for the SPI efforts for [[PROJECT NAME]].
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Appendix A.  List of Abbreviations and Acronyms

CMM
Capability Maturity Model

DCR
Document Change Request

FI
Formal Inspection

KPA
Key Process Area

POA&M
Plan of Action and Milestones

PR
Peer Review

ROI
Return on Investment

SEPG
Software Engineering Process Group

SEPO
Software Engineering Process Office

SPAWAR
Space and Naval Warfare

SPI
Software Process Improvement

SQA
Software Quality Assurance

SSC SD
SPAWAR Systems Center San Diego
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