Rewards, Recognition, Reinforcement for Software Process Improvement (SPI) 

To: Executive Director

From: SEPO Director

I know you already understand the philosophy behind why recognizing and rewarding employees is a critical part of changing a culture/behavior and achieving success. A simple "thank you, job well done" is one of the manager's most powerful, and oft-times most under-used, tools. People will do what gets recognized or rewarded.  Many lessons learned from organizations ahead of us in improving their software products and culture show that reinforcing consistent and predictable work will spread your focus faster than anything else.  For SPI, this means recognizing those who get their software projects done quietly, competently, on-time, within budget, with happy customers, and without killing the staff along the way.  Per Dr. Myers, a once SPI consultant from the SEI, "beware of rewarding firefighters.  Firefighters, continually rewarded, become closet arsonists." SPI is not about a CMM rating, it is about making our customers happy, by acquiring and producing better quality software products, it is about increasing our productivity, and reducing cycle times and costs, and it is about doing it all in a timely manner.  It is about being able to estimate our efforts and then delivering on our promises.  It is about making our software engineering environment as productive, fulfilling, enjoyable, and pain-free as possible, for everyone who is associated with it.  It is about execution quality and should be the standard way we do business.

We use recognition (more informal) and rewards (more formal) to motivate.  Based on a study at Wichita State University, the top 5 motivating techniques are:

1.  Manager personally congratulates employee who does a good job

2.  Manager writes personal notes about good performance

3.  Organization uses performance as basis for promotion

4.  Manager publicly recognizes employee for good performance

5.  Manager holds morale-building meetings to celebrate successes.

One doesn't have to actually give an award for recognition to happen. Giving your attention is just as effective.  The Hawthorne Effect says the act of measuring (paying attention) will itself change behavior.  And, per Dr. Myers, "formal rewards are the outer ring of the reinforcement "onion".  Inside are the things you say and do in every project meeting and in every staff meeting....it's not only what you say, but how you say it and how you handle the response that counts."  Every Key Process Area of the SW-CMM requires senior management review.  Every one of those reviews provides you, and other managers, with an opportunity to look for process-related solutions and lessons learned, for saying that you expect a balanced people-technology-process approach to be applied. How many questions from the SME Guidebook section on "Questions to Ask to Determine the Health of a Project" are being asked for any of our software projects?

Change agents (which is really what your SPI Agents are) are susceptible to burnout.  Your Pilot Project people are more susceptible to the stresses of project work because they are at the same time documenting their here-to-for undocumented processes and "blazing the trail" for other projects to follow.  The efforts of these people are making SPI less expensive and more productive for other projects and they should be recognized for this contribution. Those project managers who readily adopt and tailor the efforts of theses Pilot Project pioneers also need to be recognized for the important part they are playing in institutionalizing a standard way of doing our systems engineering business.  Every review or meeting provides you an opportunity to say their efforts are important to you and the Center, and are appreciated. Listening to my counterparts in those Level 3-5 companies, this informal recognition is every bit as important and effective as the formal rewards, and usually less expensive.

Recognition (aka rewards) could be things like the following for both progress and accomplishments:


-- Come to one of our weekly SPI meetings and address all the SEPO/SPI Agent staff


-- Go to one of the Dept SEPG meetings


-- Review the Dept Process Asset Libraries and the SEPO Home Page on the web http://sepo.spawar.navy.mil, and talk about them in meetings


-- Go to one of the Pilot Project reviews and ask questions

1. 
-- Insist that the Dept Heads have Pilot Project reviews on a regular basis

2. 
-- Ask for SPI progress at the Business Meetings/Exec Boards at which SEPO is NOT briefing


-- Implementing your 6 Software Engineering Goals should be a Team Challenge Task at the next Tech Board and constantly talked to at corporate meetings:

3. Software Engineering Goals:

4. Achieve the systems engineering and project management capability defined through CMMI Level 3 as a milestone to CMMI Level 5; migrate SW-CMM Level 3 capability across Center software projects.

5. Produce quality software in shorter development cycles.

6. Reduce the costs of supporting software throughout the life cycle.

7. Rapidly introduce new technology into the product and the software development process and achieve successful transition.

8. Integrate software across traditional system boundaries to provide a composite set of capabilities to the end user.

9. Continuously improve customer satisfaction.

10. Continuously improve employee satisftaction.


-- Have each Pilot Project Manager brief you and the Dept Heads on their progress 


-- Send a note of appreciation to SEPO/SPI Agents/Pilot Projects for their efforts (SPI is a journey, it's as important to recognize effort and progress as the accomplishment of a milestone)


-- Invite these folks to lunch on the veranda, or any kind of "celebratory" event.  John Vu, lead for the Boeing Level 5 organization says: "Pizza.  Engineers love pizza".


-- Provide a quote, or the whole article, for the Outlook, maybe highlighting one Pilot every month


-- Let the SPI Agents pick one of their own to get a gold parking tag for a period of time, compliments, of course, from you


-- Adopt a recognition program for the Center -- give out awards on a quarterly basis as well as "on-the-spot" articles.  Suggestions of articles would include inscribed lanyards, cups, apparel, desk accessories, calendars, personally inscribed books, trophies, plaques, certificates, etc.


-- Include SPI achievement in the Yearly Awards Ceremony either as an individual and/or as a group achievement award


-- Give any Project who helps us achieve a Level 3-5 capability a monetary award.  At Naval Publications and Forms Center, every employee got a $500 bonus when the agency won the gov't's quality improvement award


-- Have a Hall of Achievement with a Systems/Software Excellence Award (this would be for delivering on time, within budget, to the customers and the project people's satisfaction; it could also be for being assessed at a Level 3-5)


-- Give corporate bonus points to SPI Agents and Pilot Project people


-- Make contributions to the Center’s Systems Engineering goals a part of the promotion selection criteria table


-- Give a SPI Agent or Project Manager a promotion for improving the Center's ability to bring in future business because of their contributions to SPI

