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AGENDA

Basic CMMI premise

Big lessons

Overly focusing on every practice

Common blind spots / hazards:

ÅProject Planning

ÅProject Monitoring & Control

ÅIntegrated Project Management

ÅConfiguration Management

ÅMeasurement & Analysis

ÅSupplier Agreement Management

Appraisal preparation:

ÅAppraisal evidence ðno extra paper work!

ÅMock interviews vs. running the business
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BASIC CMMI / PROCESS MATURITY PREMISE

ÅProcess = how

ÅA better how leads to a better result

ÅMaturity Level 1 = Do what ever you wantïgood luck!

ÅMaturity Level 2 = Plan Do Check Act for your work

ÅMaturity Level 3 = Use company wisdom + engineer the output + learn before you are told

Any model/framework works when organizations:

ÅFocus on intent vs. compliance

ÅMake every practice useful (solve a problem, mitigate a risk, maintain a gain)

ÅRealize it is for THEM, not for the Lead Appraiser / CMMI-Institute / Government

ÅConsider writing several 1-page (short) checklists (not large beginnersô guides) For 

us
For 

them
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BIG LESSONS

People:

Åwant to be understood and have their problem solved

Åmove from pain (problem), to pain-free, to pleasure (goal)

Åonly really change when they are ready (get more pleasure than pain from the change)

Åcan be scared of the visibility provided by plans and processes, until visibility is used to 

achieve a goal and trust

People tend to:

Åinitially follow the path of least resistance (regardless of no benefit)

Åinitially tie their self-worth to how much process/project stuff is created (vs. how good it 

is). 

The quickest way to achieve ML X is to:

ÅHave management ask for, (and use the data from) better practices (e.g., estimates, 

risks, metrics, requirements)

ÅFocus on process/practice intent, not labels. Labels get in the way:

Åe.g., ñWe are agile,ò ñWBS is waterfall,ò ñCMMI means command and controlò - baggage
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COMMON BLIND SPOTS / HAZARDS

Maturity 
Goal

Processes

Artifacts

Appraisal

Back to 
normal

Business goals

Problems

Solutions to 
address problems

Processes to 
capture solutions

Project artifacts to 
communicate, find 

errors and remember

Appraisal

ORApproach A Approach B
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OVERLY FOCUSING ON EVERY PRACTICE

ÅImprovement policy (OPF gp 2.1) vs. estimating project effort (PP sp 1.4)

ÅTraining records (OT sp 2.2) vs. training policy (OT gp 2.1)

ÅQuality assurance records (PPQA sp 2.2) vs. risk management (RSKM)

Should each practice be treated with equal importance for all organizations?

Organization Goal

A Product delivered by IRS tax deadline

B Missilequality =< N defects

C Sell personnel for staff augmentation

ñBuy it (the process) by the yardò 
Ted Keller, software quality manager on NASAôs 

Space Shuttle program OPF: Organizational Process Focus

PP: Project Planning

OT: Organizational Training

PPQA: Process and Product Quality Assurance 

RSKM: Risk Management
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PROJECT PLANNING
SIZE ESTIMATION AND RISK MANAGEMENT

Size estimation (non-labor):

ÅMagnitude, e.g.,:

ÅA count (#screens, #work flows, #story points)

ÅComplexity (1..10, Low/Medium/High)

ÅUsed to:

Åa) Validate effort (1 hour and 1000 screens; same ballpark?)

Åb) Derive effort

Åc) Early indicator of a replan (e.g., #work flows changed by 50%)

Risk management:

ÅAsk, ñWhat could go wrong?ò

ÅA shift in thinking from reaction to prevention

ÅInvolve practitionersïthey KNOW what could go wrong

PP sp1.2 Establish and maintain estimates of work product and task attributes. 

PP sp2.2 Identify and analyze project risks.  

Magnitude
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PROJECT MONITORING & CONTROL
DATA ABOUT CURRENT REALITY

Challenges: 

1. If we track actuals (cost, effort and size) we will look bad! 

2. Actual data are not used

3. Concern that tracking actual effort and billable effort is ñdouble book keepingò 

ÅIf I work 60 hours and bill for 40, then recording two numbers is double book keeping

Consider: 

1. Use data to earn trust and credibility

2. Use data to determine if current resource expenditure (hours or money) can be sustained

3. Track billable time + error factor (% under/over):

ÅGreen = +-5%, yellow = +- 10%, red = +-20%                                                            
PMC sp1.1 Monitor actual values of project planning parameters against the project plan. 
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INTEGRATED PROJECT MANAGEMENT
òMANAGINGó AT MATURITY LEVEL 3

ñManagingò at ML3 = Objectively knowing project status and when to replan

IPM sp 1.5 Manage the project using the project plan, other plans that affect the project, and the projectôs defined process.

ÅTracking project planning parameters using measurable thresholds that will trigger investigation and appropriate actions

Agile threshold example =

ÅBurndown rate < 20% of goal for >3 days

Å>20% of work is incomplete after 50% of the sprint

Å30% of stories are incomplete after 75% of the sprint

If earned/plan < 0.8 (20%) then replan

If earned/spent < 0.9 (10%) then replan 
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MEASUREMENT & ANALYSIS
A FEW OBJECTIVES &  MEASURES

Symptom 1 : Define silly goals and measures

ÅFocus = compliance and no accountability

ÅExample measures = number of artifacts per Process Area, and how often they change

ÅObjective = No idea!

Symptom 2 : Define 83 core objectives and measures

Consider :

Å3-5 objectives, for example:

ÅMeet commitments by A%, make B% profit, customer satisfaction >=C%, reduce rework by D%

ÅMerge objectives in OPF (sp 1.1 ðimprovement objectives) and MA (sp 1.1 ðmeasurement objectives)

Challenge: Measurements not useful

OPF: Organizational Process Focus; MA: Measurement and Analysis
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CONFIGURATION MANAGEMENT
CONFIGURATION AUDITS - MAKE THEM USEFUL

CM sp3.2: Perform configuration audits to maintain integrity of the configuration baselines. 

Development team Testing team Release team

Correct ? Correct ?

Across the project work flow 

ÅCheck code / drawings and deliverables (via peer 

reviews, difference checker, checksums)

ÅCheck correct versions are picked up / installed

ÅCheck changes are approved

ÅCheck naming conventions

Whatõs the problem?

ÅThe wrong, mislabeled or corrupt versions of __ are sent 

to the next step in the flow and errors are found very late

2015 Seville Airbus A400M Atlas crash: Calibration 

parameter data was accidentally wiped on three engines as 

the engine software was being installed. 4 killed, 2 injured.
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SUPPLIER AGREEMENT MANAGEMENT

Category 

Weight

Relative 

Weight Category Supplier A Supplier B Supplier C

40 Technical Requirements

30 Development processes 5 6 7

20 Quality and CM processes 4 8 9

50 Specific product requirements 5 6 8

100 Subtotal 4.8 6.4 7.9

20 Management Requirements

30 Previous customer satisfaction 5 8 7

40 Project management capabilities 5 7 9

30 Staffing and skills 4 6 8

100 Subtotal 4.7 7 8.1

20 Qualifications

25 Application domain experience 4 10 4

50 Technology experience 8 10 5

25 CMMI maturity level 5 0 10

100 Subtotal 6.25 7.5 6

20 Price and Schedule

30 Development cost 5 10 3

10 Maintenance and support costs 4 5 5

60 Delivery schedule 5 8 4

100 Subtotal 4.9 8.3 3.8

100 Overall Score 51 71 67

Using supplier selection criteria to assess risk of existing suppliers

Risks

~~~~~

~~~~~

Mitigation actions

~~~~~

~~~~~

SAM sp 1.2 Select suppliers based on an 

evaluation of their ability to meet the specified 

requirements and established criteria. 
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APPRAISAL EVIDENCE ðNO EXTRA PAPER WORK!

When practices are institutionalized correctly, the 
evidence already exists

Consider: 

ÅòNo extra paperworkó

ÅMerge related practices and PAõs into one process,

e.g., 
ÅRequirements= REQM + RD

ÅPlanning/Tracking = PP + PMC + IPM + RSKM + MA

ÅEngineering= TS + PI + VER + VAL

ÅImprovement= OPF + OPF + OT

ÅSupport = CM, DAR, PPQA, SAM

Problem: Creating documents to please the appraiser (compliance)


