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Presentation Outline

* Methodologies and approaches
* Lessons learned

* Best practices for appraisal
preparation and evidence
collection

* Summary take-aways
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Methodologies and Approaches Taken

* Program scorecard based on Objective Evidence (OE)

- Collecting and documenting OE follows a disciplined data collection
and scorecarding process

- Customizing the appraisal tool fo meet the collection process
- PIID building using appraisal tool with direct linkage into
organizational Process Asset Library
- Evidence verification
- Collecting the right direct and indirect evidence

- Focusing on the required (expected) evidence ... don't fry to inundate
with unessential data or "almost” the right thing

- Identifying evidence using OE Collectors, FARs, Verifiers

* Gap analysis and closure
- Detailing action plans targeting identified deficiencies
- Collecting OE until specified scoring criteria are met
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Pre-Appraisal Scorecarding

Set up OE .
Scope & Collector and OE Cpllec’rnon
Pr‘epar'e for Verifier teams Guidance
Scor'ecar'dmg Collection and

Scorecarding

Procedure
Team

Preparation Scorecarding using
appraisal tool

- Scope appraisal Obtain & Analyze
« Select preparation

methods Objective Evidence
* Select tools - Identify Objective Evidence
+ Develop plans - Collect Objective Evidence
- Assess and scorecard

Develop
Action Plans
b Implement
Action Plans
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Raviheon

Methodologies and Approaches Taken - 2 '

- Evidence collectors
- Populate appraisal tool with appropriate direct and indirect OE
- Tag data when linked to a practice

» Evidence verifiers

- Review each practice for adequate evidence based on program
scope, discipline responsibilities, etc.

- Tag data to indicate verification results
- Mentor evidence collectors

* Class C and B appraisals validate that right evidence was
provided

- Tag data to indicate practice implemented and evidence is
satisfactory

* Loop through above steps as needed until the right
evidence is captured

- Tagging at each step of process ensures closure on any evidence
Issues
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Evidence is reviewed by Verifiers and
tagged as:

Evidence is initially tagged by

Collectors as: ‘Ver-Direct/Indirect - Evidence is ready

for an appraisal and requires no additional

-Added-Direct/Added-Indirect - work. *
Evidence that has been added as a
result of an earlier Class B

‘Ver-Direct/Indirect-Rework - Evidence
supports the practice but is not ready for
-Collector-Direct/Indirect - an appraisal and needs additional work by

Evidence for practices that were the collector

not included in an egrlier Class B ‘Rejected-Remove - Evidence does not

support the practice and should be
removed by the collector

Collectors re-

Ready for All Evidence work evidence Verifiers re-

next Ver-Direct and tag it as review and re-

. . Collector :
D *
appraisal /Indirect? Direct/Indirect tag evidence

Reworked

* Evidence that has an "Evidence Type” flag of Direct(A) or Indirect(B) was
accepted in an earlier Class B. For this effort, this evidence is considered
verified and will not be reviewed by the verifiers.
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"Evidence Type"” Tagging

Verifier reviews the evidence and rates it:

009) Element: YER SP 1.1 . . . .
For each kering Record ‘Ver-Direct/Indirect - Evidence is ready for

practice in the Giood D+ TG an appraisal and requires no additional work.
Good D+l |F|aytheon [St Pete]

Good D+l
Good D+ ‘Ver-Direct/Indirect-Rework - Evidence

Crgenzstion [Not Applesble supports the practice but is not ready for
Element Fiecords | Element Documents | an appraisal and needs additional work by

WER SP 1.1 o New Rec | [ER ‘ fE Spell ‘ == [elete Fec the collector

YER 5P 1.2
VER SF 1.3

ReclD W |F|ec:ord TypelStalus |Verification|Hecords [7] . .
3052 DOR OE Examined Yes Howdoyouestsnit  *Rejected-Remove - Evidence does not

Mty CECDA " OF Evomined [N How dojoussiablst —— gnpopt the practice and should be removed
VERSP22 3426 [BBMOS P2 OE Examined Yes How do you establish

VERSP23 3556 |E4B2 OE Examined Yes How do you establist by the collector

VER SP 31 3599 | ChMI Std PI How do pou establish
_|vERSP 32 4207 5T. PETE DE Direct

VERCOT(GP21) | 7] 4333 [EWGERERIRE OF Examined [ C) 5/5/2004 - CEC L -Contested - Program position on pr‘flC'l'lCe
VERABT(GF3T) & may not be acceptable to an appraiser

Record Fields / Projects ] Elements / Data Sources / Team Members  Record Documentsg
= Open | g Detach ‘ Add / Connect ‘ i

= Edit Comments ‘

Title Do 1D Doc-Rec Comments File Mame or AL Evidenice

ducts ta b ified
E:-,Dd t.lhcesv;iﬁcea\tfizule J5SM S5PM - Integrated Test Process TI2TE4-3M The Scope, pg. 1 of thiz docun hitp: //businessweb. stp. uz Yer-Direct

methods that will be | Computer Program Test (CPT) TR Section 3.1.2.1, pg. 4 describe http://eds-web. stp. uz.ray. Yerlndirect
used for each. |5t Petersburg Systems Engineering Knowledoe Reposita 63-00310-001 SEKR 2-4 TEMP; bt A v, stp. s ray. cor WYer-indirect
_|Verification Process Description EP40412.01 5.1 Prepare for Verification, Tz http: /v stp.uz. rav. cor Werndiect
| Venfication Process Directive EF40412 5.1.1 Select wark products for kttp: /v stp.uz ray. cor Mer-lndirect
SP 1.1 Indirect - LCCE Meeting Minutes for DDS a5z AC) 30,2004 - Thiz evidenc http: A Avwww-cf1 stp.us ray Collector-lndirect CEC
CEC Software Test Degcription [STD] - Mode and State 11896 Reference entire document as | hitp: //eds-web. stp. uz. rap. Mer-Direck CEC
requirements, and to || System/Software Test Plan (STP] for CEC Baseline 21 111835 See Section 1.7 Identification, |http://edz-web. stp.us ray. WerDinect CEC

addreszing project page 1, and Section 1.4
i Document Overview, page 2-3

products to
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Evidence Issues Process

Verifier documents issues
with the evidence for a ™ e
project - they document it Rating Level _ The Verifier then reviews the collectors

in an evidence record for St response and changes the status to:
that project, i.e.

able -Additional_Data - Additional evidence
EI-DD(X) Documents | or explanation is required and the
EI-CEC | % Spet | = Deleteres collector has additional work to do.
EI_GAMOS elStatus |Verification|Hecords [7] When .rhe WOf'k is Complefe the
EI‘E4BZ 0E E=amined Yes Haow do pow establish are CO"CC"’OI" Changes the status bGCk to

LI&, OE E=amined [EE v+ do you establish ane St e
VERSP 22 AkOS P2 OFE Examined Tes Howe do o establizh ane Addr‘essed The pr‘ocess IOOPS baCk 1.0

VERSP 23 dB2 OE Examined Tes Hiwe do you establish ane fhe Ver‘lf'er‘ .
WER 5P 3.1 M Howa do o establizh ane

VERSP 32 4207 SNPETE DE Direct . epe . .
YER CO1[GP21) 4352 [REREEN OE Eramincd S -C.) £/9/2004 - CEC DA ‘Rejected - The verifier disagrees with

VERAB1(GP 31) the evidence or explanation provided
TR Y 4l s and the collector needs to resolve with
i (o A g Boctoch ' Madd /Comnect | = Ed the verifier. When the work is
a::edoc:mles:::ds Dos D complete the cq‘llecfor chm:ges the

the Verifier sets T T status back to "Addressed” the process

Computer Progrs 7392764 loops back to the verifier.
the status to 5t Peter” =3.00310-001

veiic. Once the issues have _ = o ]
Fveii:  been addressed the 51, *Closed - The verifier agrees with the

R 11 Collector changes ALY e;ndd:!\ce lor' e>l<(pl‘ana1'|or_| prc'lowded and no
- ., additional work is required.

objectives and
requirements, and ta Syster the status to See S1ec:l|
addreszing project “w " page 1. and
rizks. Addf‘essed Diocument Ower
products to
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Verification Process (cont.)

_ LIS REYIEYY |nmuuq LIS YL 2 2.1
COptions  Filtering  Element Filtering  Record

Model: DD Good D+l R ating Lewvel: . .
] e Dn EeT—E— Based on the evidence for each practice,

GAMOS P2 Verifier scorecards each project as:
E4B2

| Insufficient Direct
Inzufficient Indirect

Insuffcient Dl ‘6ood_D+I - All direct and indirect evidence is ready for
P | nolpaskatoned compels the appraisal and requires no additional work

Practice L
YERGP 11 = Hew Rec ‘ gave Rec ‘ % Spell ‘ =

WER SP1.2 Rec D "'lHecordT_l,lpe|Status |Vem . P : - : : :
VER 5P 1 3 T Insufficient_Direct - Direct evidence is not ready for

EEE; 3260 [BEGDAN ) OF Examined Yes an appraisal and requires additional work by collectors,

- 3432 [GAMOSPZ" O Examined No i g : . "
VER 5P 23 B ——— but the indirect is ready and requires no additional work
YER 5P . 3984_

: 4213 5T. PETE OE . o o . _ . . .
VERCDT(GP21) | [ yoselEiileneelss oF Evarived. (NN Insuffucuenf_.Indlrect Ipdlrecf g\(ldence is not ready
VERAB 1 (GP 1) for an appraisal and requires additional work by

e — collectors, but the direct is ready and requires no

erification Fecord FieldsfF’miecls] Elements £ Data Sources / Team Me addifional wor'k

erform verification on = Open ‘ s Detach | gdd.-’Connect
" ‘Insufficient_D+I - Offered evidence has been reviewed,

TR — — e but both the direct and indirect are not ready for an
| g Systems Engineering Knowledge Reposito B3-C . 5 .
| Veiation Process Descipton EP4 appraisal and requires additional work by collectors

_|Werfication Process Directive EF4

Organization

promotes early
detection of problems

Once all of the PAs have been = 11e¢ +Evaluation_not_complete - Either no evidence has been
rated green there is wes. reviewed or not all of the evidence has been reviewed
concurrence between the OE nesese. and requires additional work by the verifier
Collectors and Verifiers that
the practice is adequately
supported and ready for the
next appraisal
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Lessons Learned

* Appraisal preparation requires tooling
- Flexible appraisal tools supporting preparation are very important
- Tool must be flexible and configurable

* Use the same tools for appraisal preparation and the appraisal
- Scorecard readiness using the appraisal tool

- Using the tool as a window to the organization's PAL (not a separate
collection of evidence)

* Tools are not enough
- Need to have scorecarding requirements and features defined

- Need a well thought out scorecarding process that is both implemented and
followed

- Appraisal tools did not adequately support appraisal preparation right out
of the box

» Every tool has it's bugs and hidden "features” ] ;!
- Need tool "wizard" to ensure features are implemented,

and ensure any tool problems do not affect progress = ékW/
o~ /
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Lessons Learned (cont.)

* You may not always have the right people collecting data

- Collectors of program OE must have program data repository and
work product knowledge

- FARs must be the ones that do the work and are familiar with how
they do it and what they produce

- Evidence verifiers must be familiar with needed OE

- What you see is what you get ... OE collected must support FAR
story (This connection is KEY to the success of the appraisals)
- Evidence collectors may not be FARs 1?2
= FARs are typically key program personnel

= Programs are resistant to dedicate key program personnel to OE
collection

= FARS must see / understand collected evidence

~ e g
Y 4
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Best Practices -
Evidence Collection (1)

* Use PTID questions to guide the
process

- Guides the collection team to what needs to
be collected for a given program

- Shows compliance with the org processes by
answering the question for your program,
for each practice,

- Provides discipline and/or support function
specific unique answers, if applicable

- Explains any life-cycle or other program
considerations that affect how the practice
is implemented, and the evidence to support
them

- Weaves the story of how it is done, and

what work products are produced, and then
provide those work products as evidence
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Best Practices -
Evidence Collection (2)

* Focusing on the principle "direct evidence”, the rest will
come
- Started with both direct and indirect evidence collection direction
- Found the indirect evidence usually came naturally

* Focusing on providing the major program work products as
evidence everywhere they applied

- SDP, SEMP, PMP, IMP/IMS, eftc.

» Building evidence threads across practices and even
process areas
- Especially for the GPs

* Look for consistency with organization procedures
- Keep a cross-program focus for consistency and common evidence
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Best Practices -
Evidence Collection (3)

* A close working relationship between
the program's FAR, the Verifier, and
the evidence collectors

- Evidence Collectors and FARs provide
program expertise in work products
produced

- Verifiers provide CMMI model/method,

Organizational Process expertise, and
evidence coordination

- OE supports what the FARs describe as
standard practices, and the model!

- Team review of expected work products for
each model practice
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Best Practices -
Evidence Review

» Reviewing evidence across programs to ensure consistency

- Understand the organizational standard process, and focus on
common program responses, explaining any tailoring or program
unique behaviors

- Identifying and ensuring all programs had similar "right” data
» Identify where evidence does not exist, and needs to be

- shouldn’t be too many cases of non-existent data

* Review regularly and provide corrective action feedback
promptly

- Drive the evidence collection o completion, and get the right stuff!
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Best Practices -
Preparation Monitoring and Control

* Monitor and report status of every practice

* Review with appropriate management drives the process
- This can be both a positive and negative driver

* Know your status at all times

* Maintain action item and action plan status
- Ensure that all 'to do's” get done promptly
- Plan appropriate correction actions plans to address issues
- Set due dates that achieve the desired result
- Identify and track risks, and develop risk mitigation plans
* Collect OE until you meet specific scoring criteria
- Tterate process until ready for appraisal
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In Summary

* Collecting and documenting OE requires a well defined and disciplined
process, just like the appraisal

* Objective Evidence PIID's are central in how we prepare for the
appraisals

* Appropriate tools can greatly facilitate preparation
- Using the same tools for preparation and the appraisal is a big plus

* Determining if a project's OE is appropriate and adequate is
ultimately left up to CMMI appraisers

- But developing appropriate OE database is key to preparing for the
appraisal
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Supplemental Charts

Section Divider




Some Terms Used

Appraisal Scorecard: A scorecard showing how
well prepared for an appraisal a program is.
Can be OE focused (Do we think we have the

right evidence).

Scorecarding: The procedural steps followed to
collect, validate, monitor, and control
preparations using a scorecard.

PIIDs: Practice Implementation Indicator
Database showing what OE your organization
and programs expect for each practice of the
CMMTI Model, and what each program has to
meet that expectation.
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