Continuous Improvement, make it visible!

Ben Linders
Operational Development & Quality

Ericsson R&D, The Netherlands
ben.linders@ericsson.com, +31 161 24 9885
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Quotes

Lee lacocca (Ford Motors):
You can have brilliant ideas, but if you can’t get them
across, your ideas won'’t get you anywhere.

Larry King (TV Talk show host):

| remind myself every morning: Nothing | say this day
will teach me anything. So if I'm going to learn, | must
do it by listening.

Chinese Proverb
There is no wave without wind.
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Ericsson, The Netherlands

« Market Unit Northern Europe & Main R&D
Design Center

 R&D: Intelligent Networks
— Strategic Product Management
— Product marketing & technical sales support
— Provisioning & total project management
— Development & maintenance
— Customization
— Supply & support

« +/- 1300 employees, of which +/- 350 in R&D

“as=2/< International Conference on Software Process Improvement Page 3

ISPl www.icspi.com ERICSSON =



Improve?

« Better, faster, cheaper

* Preventing problems iso solving
 To increase revenue

 New markets, products

 To compete in the market

* (New) organizational targets

« Everything changes, we will adapt ourselves

Improvement is necessary in all organizations
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Communication

Which problem are we solving?
What have we done already?
How did we do it?

What did it bring us?

Communication:
» Get commitment
» Change behavior
» Motivate people
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Past (1980-2000)

Early Days: Process establishment

* Processes part of the product

o Detalled instructions on every document
« Extensive training program

Corporate improvement programs

« CMM used to manage improvement

* Process Areas responsibles, strict follow up

e CMM level 3in 1995, level 4 assessment in 1998

» Separate process organization
» Large investments in process creation & support
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Past: Improvement Communication

Large improvement programs:
 Management attention

« Communication is required
 Communication plan

* Budget, people

 People want to know (audience)
« Measurements

Communication part of improvement project:
“Relatively easy”
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Intermezzo (2001-2003)

Economical situation

* Cost reductions

* Focus on processes largely reduced
» Lay-offs, loss of process knowledge
e 2003: Back to profit!

» Focus on core business
» Essential improvements (Operational Excellence)

Communication part of restructuring
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Present (2004 onwards)

Process Disciplines Programs:

« Coordinated top-down

* Business Cases, improvement top 3, Scorecard driven
e Long term, major investment

Continuous Improvement:

e Gathered bottom up

« Audits, retrospectives, Root Cause Analysis, best practices
e Short term, quick wins

» Processes integrated in the line
» Time available for process work heavily reduced
» Effective and efficient communication needed
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Present: Improvement Communication

Diverse improvement: o0y
. = [
« Management Is a scarce resource / ”
. . \
« Communication needs vary Wr WD

e No structural communication plan
« Limited budget, people

e Resistance to change /\x /
 No standard measurement

Improvement communication is difficult!
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Tools for communication of improvements

Main “tools™:
 Presentations
e Intranet

* Agile tools

e Measurements

The next slides will show examples & experiences
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Presentations

e Kick off

— Business need, goals

— Approach, organization

— Expected results
 Progress

— Intermediate results & changes

 Wrap up & evaluation
— Did we reach our goal?
— Was it worth the effort?

» Large groups
» Create commitment

» Base for further
communication
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Example presentation (1)

ERICSSON =

Early Fault Detection project A -

Early Fault Detection m: Wicicome:Iniotudin

KICk Off presentatlon ERICSSON Z

Early Fault Detection & Wiclome Inkouction
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- Agenda: hl
° Need for the prOjeC’[ Early Fault Detection : ; :

Irrmrmmrn mmt Demorarmiee

o EXxpected business result _ee2 —_—

Early Fault Detection .

o Dellverables ERICSSON = Agenda:
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Improverment Frogram

° Planning Early Fault Detection E
« Way of Working

Way of Working

All activities for the defined deliverables are
divided in small activities

Teams are proposed to wark on the different
activities

The tears woark independantly and setup
their own planning within the set boundaries
Orne teammember wil act as teamleader,
end-responsible for the team performance
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Example presentation (2)

I—eading EfﬁCienCy Realized with Leading Efficiency

Wrap up/evaluation
* Results? o
* Project Goals realized? e B i

« Handover — |
= Management's commitment and support is key
i = Ranking improvements based on a BEusiness Case and
e Critical Success Factors cheret sl erkedvel

= Current status: good overview

* Experlences — Improverment progress, interdependencies

= Estimation Business Cases has to be improved

= Maintain focus in improvements
— Improve step by step, not toa much

= Linkimprovements directly to operational projects
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Intranet

* Improvement project website
— Overview of improvements
— Newsletter
— Archive

e Results \ -

— Balanced Scorecards
— Business Cases

 Processes, methods, tools

— Overview > Supporting
— Detailed instructions, templates, > Promotion

checklists, etc
» Do not expect that
everybody sees it!
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Example Intranet

Project Defect Model

Fil=  Edt  Mew Faworices

Teds

/23 Defact Prevention - Microsoft Internet Explorer
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e Short paragraphs

ddross I-fﬂ htzpifper 3. sricsson. se [IN_ODendbest b 20practises(DRFFD=F sqtml

with main info

e Links to detailed info
& documents

» Newsletters

 Contact for more
Information

Home

‘ho iz wha

SCA Report

Processes

D=5t Practizes

« mprovenent Lazy Cec
o Rz Ceuse analysis

+ Defect Prevention

o Measi-erert Cousse

« Mprovenent Resources
Zmpravznents

b Links

Search this web

v wrwow
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Make It:
e Clear & Concise
 Up to date

News | Work Suppart | Across Ericeson

L% ® [ntelligent Networks ODB.Q

Search intranet

Urilts avigeticn

Defect Frevention, The Project Defect Model

Tae asurpeze of Jefect Pravention = t3 marowe the 2erformence o 2 scftware
development organ zation [oq bucget, trz & quslity) by areverting d=facts anc o
detectng and eiwinat ng deects iv the earlies: possikle szags.

Problems

Mz st projects hawve nsuficiertinsignt of the gualty of 3 prad.ctwaile tis devsloped.
Trey dor't <o how many d=fects are nsetedinte poductin a certain phase, and
how effective a (tes) pizseis in cadturing Jefects, thus lzcking steeting machanisms
on qua iy, Asotiey have 0 gazlty criteria at TS2 ma<ng it mposs bz ta bzlasce
qualizy, time and cos.. They Jo not know Juzlty at relezse anc whed qualits is
inzufficient, the only possiblties left are celaying the elease date, 0 zccesting nighar
mainteiznce Cos:s.

Benrefits

Tne Projec: De‘ect Mad=l (PDW) has baen develaped by Sen Linders, and is uzsec at
ETM sirce 2002, Histariczl datz is zvai able rom 20 projects: Pase injection &
dezection rates, Faclt Zlp Thrcugh (FST), GA pred clions & project dezection rates. The
averag= datectior -ate cf proj=cts has improvec o 38% Q1 2004 0 S2% (42 2005),
lezding o lower nantenancz; expecied is 33% less mantenancz TRs Jther Jerefits
of hemrodel ae

1. Be:ter planning & “racking
2. Early riz« sichals -

 Printable @

S G o e e o R —
’_ ’_ E Loca intranst A

International Conference on Software Process Improvement
www.icspi.com

Page 16

ERICSSON 2



@lmlm%

Agile Communication

; Software {Management) Process Improvement - Microsoft Internet Explol er

Tools

Help

ERack + = - ) ot | @ search  [GFavorites  fMedia % | By S ] - 2

e

¢ QUiCk & EaSy File Edit ‘iew Favorites

e Relevant ]

e Access to informatio

+ Examples
— Support Mailbox Dthe”m'é-éiﬁ??‘ﬁ

“Road show”
Workshops
WIKI

Blogs
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SOFTWARE (MANAGEMENT)
PROCESS IMPROVEMENT
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June 2005

May 2005
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March 2005
February 2005
January 2005
December 2004
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September 2004
August 2004
July 2004

June 2004
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Sunday, October 10, 2004

MNotes on Retrospectives from my open session
at Better Software Conference

& couple of weeks ago, at the Better Software Conference in
San lose, I lead an informal session on Retrospectives, I
agreed to put the notes from our session up onmy blog. This
is a combination of the notes and my editorial comments :-)

1 use a framewaork for retrospectives, regardless of how long
they are. My framewnork comes out of the ICA Focused
Conversation method, which is based on empirical knowledge
of how humans process information.

Start with the data (Objective level)

Then find out how people responded emotionally (Reflective
level)

Step back and look at the |nterp|ay of the data and
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Measurement of improvements

e Targets

— Assessments, Improvements
— Budgets, ROI
— Planned communication

e Steering
— Regular measurement

— On track? N
— Results? %

> Priority?
» Time/budget?

i » Results?
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Example Measurement Improvement
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Conclusions

e Diverse set of communication tools needed
— Reaching all groups in the organization
— Time dispersed, different needs, backgrounds

« Communication tools support each other
— Presentations: Commitment, general information
— Intranet: Support, background, results
— Agile tools: Updates, interaction, feedback

— Measurements: Steering, decision taking, focus 2\

N

 Plan for communication
— Time, people, opportunities
— Skills, tools
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Further reading

Books:
— Managing expectations. Naomi Karten.
— Getting things done when you are not in charge. Geoffrey Bellman.

Papers:
— Make what’s counted count, in Better Software magazine march 2004. Ben Linders.

Related Websites:

— Tantara links to SPi and QA: http://www.tantara.ab.ca/info.htm
— Software Engineering Institute: http://www.sei.cmu.edu

— SPI forum: http://groups.yahoo.com/group/spi/

Ben Linders, Ericsson R&D, The Netherlands
ben.linders@ericsson.com, +31 161 24 9885
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