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Figure 1: Introduction

1.1 Identification of Document

This is the Process Improvement Guidebook (Product Code GTA-PMO-GUI-012).
1.2 Scope of Document

The methods in this guidebook apply to all projects and programs within GTA / PMO oversight.

1.3 Purpose of Document

The purpose of this guidebook is to establish methods and standards that comply with accepted best project management practices. It is also intended to be in alignment with PMI® standards and Methodologies.

1.4 Document Organization

This guidebook is organized as follows:

1.
Section 1, Introduction – Identifies document, scope, purpose, volume organization, and guidelines for using and updating the guidebook;

2.
Section 2, Related Documentation – Lists parent documents, applicable documents, and information documents;

3.
Section 3, Foundation – Establishes the framework for Project Process Improvement including basic terminology, the process improvement context, strategy for small projects, and ways of improving the Project Process Improvement process;

4.
Section 4, Project Process Improvement – Identifies Project Process Improvement by activities within phases and defines the Project Process Improvement program strategy and flow for configuration items within the scope of the program;

5.
Section 5, Status Accounting – Identifies the type of reports that should be generated as well as checklists to determine if the appropriate Project Process Improvement activities are being accomplished for a project;

6.
Section 6, Supporting Reviews and Audits – Contains hints and/or guidelines for successful reviews of projects and subcontracts. Documents support of formal reviews and audits throughout the project life cycle.

1.5 Guidelines for Using this Document

A.
The Project Process Improvement methods provide standards for the approach to process improvement.  This methodology has evolved in a disciplined and controlled manner from Project Process Improvement practices that have been employed in a series of successful programs.  These Project Process Improvement methods detail activities and roles throughout the project life cycle.

B.
The sections of this guidebook apply to all projects.  The information contained within the sections is not meant to duplicate information within the Project Management Plan, but to be used in conjunction with the parent document, which defines standards.
1.6 Guidelines for Updating This Document

This guidebook is intended to be a living document and will be maintained by the Program Management Office (PMO) to continuously reflect the latest practices.  Recommendations to update this guidebook should be forwarded to the PMO, using the Process Improvement Lessons Learned (PILL) GTA-PMO-FOR-001 form, for disposition.  The PMO will review and approve changes before incorporation into this document.

2.0 Related Documentation
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Figure 2: Related Documentation

2.1 Parent Documents

The Project Planning and Project tracking and Oversight Policies (GTA-PMO-POL-002 and GTA-PMO-POL-003) are parent to this guidebook.

2.2 Applicable Documents

A.
The following documents are referenced herein and are directly applicable to this document to the extent indicated within the text of this document.

B.
GTA/PMO standards. The standards are available through the GTA/PMO.

2.2.1 Internal Standards

	Document
	Title

	GTA-PMO-PRO-011
	Process Improvement Procedure


3.0 Foundation
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Figure 3: Foundation

3.1 Terminology

3.1.1 Process-Centric

A.
Businesses have long recognized that working efficiently creates competitive advantages.  For example, rearranging factory assembly lines can dramatically lower their cost per unit by increasing throughput to produce more with the same equipment.  This creates opportunities for increased sales and higher margins.

B.
Processes are the assembly lines for Project Management.  Just as more efficient factory designs lower the cost of physical goods, processes that are increasingly more efficient elevate the likelihood for project success. 

C.  Better processes also lower the costs associated with the logistics and performance of the project. Processes allow people to understand what their role and responsibilities are within the project. Good processes therefore create better efficiencies in achieving the goal. Viewing project work from this perspective is known as a process-centric approach.

3.1.2 Continuous Process Improvement

The drive for process efficiency must be continuous.  Every change in a process creates new opportunities for streamlining (and may introduce new inefficiencies).  For example, a change to accommodate use of an automated software tool may eliminate some procedural steps and add others.  The phrase “continuous process improvement” is therefore a tactical discipline – and a necessity.

3.1.3 Process Improvement Infrastructure

Process Improvement infrastructure is the set of methods, techniques, documentation materials, and tools that support continuous process improvement throughout the GTA and the Agencies.
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3.1.4 Process Asset Library (PAL)

Figure 4: Process Asset Library

One of the key elements in the infrastructure is the Process Asset Library (PAL) as illustrated in Figure 4, composed of the following assets.  The assets are continuously upgraded to reflect process improvements.

1.
Policies – set the framework for all process assets.

2.
Guidebooks – explain key areas within the process environment. 

3.
Procedures – present methods for achieving specific functions within an area.

4.
Forms – Allow continuity throughout the organization with the same look and feel. Allows everyone to understand the information from the same perspective.

5.
Templates – are models for project assets created in the different procedures.  The PAL has templates for many project deliverable documents. In addition to providing continuity in documentation, they also provide project management assistance in producing the documentation so essential to project success. 

6.
References – are models for gathering information. This information can consist of educational information and listings of externally published documentation that could be useful in enhancing the project manager’s capability to turn successful projects.

7.
GTA Goals – are the guiding documentation for the Georgia Technology Authority’s initiative. Supporting the GTA Mission Statement the Goals can be granulated into specific departmental and Agency objectives that support this initiative.

8.
Technical Articles – support different aspects of the process infrastructure with in-depth details of the supporting theories and methodologies.

9.
PMO Strategies – document the approach the PMO will take to support the GTA initiative as Project managers, Project Consultant/Analysts, and as a service provider to the Agengies.

10.
Project Documentation – provides historical examples of the materials developed within different projects.

11.
Mentoring and Presentations – presentations and other materials developed by the PMO to assist in education and knowledge enhancement of project teams.

3.1.5 Process Improvement Program

A.
The PMO initiative for process improvement is a program with the following objectives:

1.
To characterize and assess the maturity of the project processes;

2.
To identify and recommend areas for improvement;

3.
To define appropriate process metrics to be used;

4.
To design a mentoring program that supports improvements in quality and productivity; and

5.
To monitor the effect of process changes implemented in program team environments.

B.
The vision of the program is to be recognized by our users, other Government Agencies, and the PMO as a leader in creating, delivering, and supporting the highest quality, cost-competitive products and services in support of the GTA vision.

3.1.6 Process Improvement / Lessons Learned (PILL) Form

A.
The Process Improvement / Lessons Learned Form, (PILL, GTA-PMO-FOR-023) is the mechanism for sharing ideas on process improvement.  Anyone in the organization can submit the form.  It serves three primary purposes:

1.
Suggesting process improvements;

2.
Alerting the PMO to errors or possible improvements in the documentation the PMO maintains and distributes; and

3.
Sharing lessons learned.

B.
As an example of the last, a PILL might relate how a good practice benefited a project (“Having current approved documents at this level of detail helped avoid a dispute”) or to highlight a need for a new process or a need to use an existing process (“We didn’t have a plan; it hurt us”).

3.1.7 Process Management Group

The Process Management Group is a committee composed of PMO staff, with responsibility to review, model, and test process improvements.  The Process Management Group works under oversight of senior management with authority on GTA/PMO processes.

3.2 Process Improvement Context
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Figure 5: PII Context

As the core for all process-centric activities, the Process Improvement Process is affected by, and affects, the following areas:

1.
Industry Standards.

a.
The PMO is responsible for researching and identifying modifications to industry standards for both management practices and project practices and subsequently incorporating them into the GTA/PMO standard.  To support this effort, all project associates are responsible for funneling updated standards to the PMO.

2.
Projects, Programs, Consulting, and Operations.

a.
Project teams, program offices, Project Consultant/Analysts, and operations centers send suggestions and performance feedback on tailoring and process improvement to the PMO.

b.
In return the PMO provides updated and upgraded products to the projects through their Project Managers and Project Consulting/Analysts, electronic and hard copy distribution, and hands-on mentoring at the project, program, consulting, and Agency sites.

3.
Best Practices and Lessons Learned.
a.
Any Associate may submit a best practice or lesson learned as a suggested update to the PMO’s process architecture.  Every internal project should conclude with a lessons learned session.

b.
The PMO distributes information on best practices and lessons learned through their Project Managers and Project Consultant/Analysts, through mentoring, program reviews and electronic transfer.  

4.
Process Engineering.

a.
The PMO searches professional organizations and other sources to find new process engineering theories and techniques.  Associates typically turn to the PMO for process support, but may (at their discretion) develop processes according to the standards and submit them to the PMO for inclusion into the process infrastructure. 

b.
The PMO creates new processes as needed.  Typically, the new processes replace ad-hoc procedures. Once the new procedures have been developed, they are added to the Process Infrastructure and made available to Agencies and Project Managers.

5.
New Technologies.

a.
As new technologies are introduced to the Georgia Technology Authority, the PMO identifies processes needing updates and new processes that will support the introduction of a particular technology infusion.

3.3 Process Improvement Program Overview

3.3.1 Program Objectives

The Process Improvement program has the following objectives:

1.
To create a dedicated Process Management Group within the PMO;

2.
To create standards for project planning methodology, including planning and project tracking metrics;

3.
To modify the Georgia IT culture to become a process-centric organization, and

4.
To develop project guidebooks to document the standard of project development process.
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3.3.2 Process Improvement Within The Organization

Figure 6: Steering Committee, Process Management and Project Relationships

Personnel throughout the Organization can participate in the process improvement infrastructure.

A.
Personnel serving on the Process Management Group review lessons learned and process improvement suggestions from project teams, coordinate the modeling and proofing of new processes and improvements to existing processes, then distribute the new / updated processes and process training to the project teams.

B.  In some cases the process or procedure is all-inclusive and affects more than project methodologies. In these cases the process or procedure suggestion is taken to the Steering Committee for evaluation.

C.  Management personnel serving on the Steering Committee review new processes/procedures and approve funding to model, test, and distribute the methodologies and tools.  The Steering Committee provides direction for the process improvement effort as a whole.

D.
Personnel selected by the Process Management Group serve as action teams charged with the modeling and testing processes and procedures.  Major process improvements are tested in separate projects.

E.  Feedback to the submitter is given.

F.
Project teams apply the current best practices identified by the Steering Committee to the project work, and provide feedback on the effectiveness of the processes and tools.

3.4 Process Management for Small Projects

Small projects with few people may submit end-of-project lessons learned to the PMO for inclusion in the PMO database.

3.5 Improving the Process

The Process Improvement Procedure itself is an ever-evolving, ever-improving process.4.0 Process Improvement
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Figure 7: Process Improvement Process

A.  The organization’s Process Improvement effort is a corrective action process that tracks each improvement to closure.  

B.
This “project” view of the Process Improvement is useful to help project managers quickly identify with the process.  It also provides a basis for understanding how software tools can be applied to the Process Improvement process.
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4.1 Overview of Process Improvement

Figure 8: Process Improvement Overview

4.1.1 Inputs

A.
Resources.  Process improvement and development does not occur in a vacuum. Like other projects, the process improvement initiative needs skilled people to develop, tailor, measure, and maintain the processes.  The resources include “core” process personnel at the PMO, augmented by temporary Action Teams working on complex and all-encompassing processes and procedures projects assigned by the Steering Committee.

B.
Best Practices.  Project and organizational assessments identify processes that work well, that have clear documentation, and that provide measurable, provable results.  These processes are collected as organizational best practices and incorporated into the process suite.

C.
Process Improvement / Lessons Learned forms (PILLs).  Suggestions for improvements may come from anyone in the organization, transmitted as PILLs. The Process Improvement Process (GTA-PMO-PRO-011) procedure details the submission procedures and how suggestions move from concept to acceptance in the GTA/PMO and project culture.
4.1.2 Outputs

A.
Defined Processes.  The primary physical output from process improvement is the set of defined, trained, measured, and consistently improved processes.

2.
Knowledgeable Workforce.  Processes that are created, measurable, and consistently improved are of little value unless the workforce is knowledgeable in how the processes actually should be carried out, and then mentored through the first several iterations of performing the process.  Part of the Process Improvement is to mentor personnel in the newly created processes, and then measure that process until the process itself becomes a part of the organizational culture.

3.
Project Support.  The mission for the PMO includes mentoring project teams in the proper use of basic processes and in the application of improved processes to the project work.

4.1.3 Mechanisms

A.
Process Improvement Organization.  The PMO owns and maintains the process.  Each group within the organization plays a specific role in the planning, generating, approval, and improvement of process definition training.

1.
The Steering Committee’s responsibility is to ensure that adequate resources are available to support the planned improvement effort.

2.
The Process Management Group is a group of people within the PMO dedicated to providing continuous focus for the improvement effort.  This group generates initial action plans for approval, and then enacts the policies.  In addition, the Process Management Group serves as the focal point for the day-to-day practice of Process Improvement.

3.
Process Management Group members serve as points of contact for the Action Teams created to model and test suggested process improvements.

a.
The PC/A member of the team has responsibility to monitor the execution of the process described in this manual, to facilitate team activities, and to ensure the process described in this manual is followed.

b.
The PC/A member of the action team has several other responsibilities that include:

i.
Preparing status information for detailed improvement activity breakdowns;

ii.
Coordinating team products with other process definitions; and

iii.
Ensuring the team takes advantage of PMO resources.

c.
Personnel throughout the organization may serve on Action Teams, meeting periodically during the duration of the activity. This may be as simple as process implementation to a more complex modeling and testing activity for complex procedure, process and tool implementation.

B.
Process Asset Library.  The PAL is the embodiment of the current best practices and other items in the infrastructure, and of historical results used for evaluating the practices.

4.1.4 Controls

A.
Vision.  The organization vision set at the GTA level is the primary control for process improvement efforts.

B.
Objectives.  The PMO, acting within its charter to realize organizational project process improvement, sets objectives for reaching the different levels of process quality. 
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4.1.5 Process Elements

Figure 9: Process Improvement Elements

Process Improvement process decomposes into the process elements shown in Figure 9.
1.
Management Improvement steers organization-wide adoption of the continuous project process improvement.

2.
Process Maintenance ensures new and improved process methods are well thought out and clearly defined.

3.
Process Asset Maintenance ensures the results of the other process elements are securely stored, maintained, and distributed as needed.

4.2 Process Improvement Activities by Phase

4.2.1 Introduction 
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Figure 10: Process Architecture Diagram

A.
Process Improvement does not have an implied starting point, but may apply to process creation or to the improvement of existing processes.  Once the cycle starts, however, the architectural model illustrated in Figure 10, applies to the life of the process involved.

B.
At a high-level, the steps of the process are:

1.
Process Defined - based on some trigger, whether it be a process creation request, technology or other event, the process is engineered using the processes defined in section 3 of this guidebook and supporting procedures, as guided by internal PMO processes.

2.
Process Issued - during process rollout, familiarization is conducted and the process is issued to the users.  The PMO is responsible for updating the database. Policies should be implemented to ensure a minimum of process change impact to the process users.

3.
Process Measured - processes are measure for effectiveness to see where bottlenecks might logically form (or do form under operational conditions) and the measurement feedback is provided to the PMO so that the project may be improved. 

4.
Feedback Taken - continuous feedback on process performance, including clarity, efficiency, cohesiveness, and risk-driven applicability are taken to ensure processes are performing to their standard, once deployed.

5.
Improvement Request Issued - a process improvement request may be issued for process creation, lessons learned or process improvement, for processes that already exist.  These feed back into the Process Defined step of the process.
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4.2.2 Recurring Activities

Figure 11: Recurring Process Improvement Activities

4.2.2.1 Inputs

A.
GTA Vision.  Senior management sets the GTA vision for process effectiveness and communicates that vision to the PMO. 

B.
Process Improvement Objectives.  Based on the GTA vision and the status of process capabilities, the PMO sets objectives for process improvement.

C.
Best Practices.  The current best practices enacted for the organization serve as baselines for the continuous process improvement.

D.
PILL Forms.  Associates throughout the organization can submit PILL forms to the PMO to suggest ways to improve individual processes and process products.

E.
Process Metrics.  Metrics captured through actual performance of the processes provide objective measures of effectiveness.

F.
New Technologies.  New tools and techniques researched by the PMO or suggested by other organizational entities provide new opportunities for efficiency.

G.
Action Plans.  The activities to model and test processes are embodied in action plans and the results of those plans form the basis for deciding process improvement recommendations.

H.
Process Feedback.  Project teams provide feedback to the PMO, evaluating the pragmatic effectiveness of the current best practices. 

I.
Process Asset Library.  The current Process Asset Library (PAL) serves as the repository for organizational knowledge of processes and process tools.

J.
Project Assets.  The deliverables and other documented artifacts of past and current projects serve as models for the accomplishment of each process stored in the PAL database.

4.2.2.2 Tools

C.
Standard Toolset.  The following table defines a standard PMO toolset.  It includes – Microsoft Professional Tool Suite – used at the option of the Process Improvement Team.  All of the tools are used by the PMO to support process improvement.

	Tool Name
	Description

	Microsoft Office Suite
	The standard suite of office applications.

	   Excel
	The standard spreadsheet package.

	   Word
	The standard word processing package.

	   PowerPoint
	The standard presentation and graphics package.

	Project Management Database
	An internally developed tool or file set for recording and tracking information on Process Improvement.


4.2.2.3 Activities

A.
Translate GTA Vision Into Updated Process Improvement Objectives.  When GTA management commits to a revised vision, objectives are updated for process improvement. The PMO must translate that vision into quantifiable objectives.  

B.
Identify Specific Improvements.  On a continuing basis, the PMO evaluates the results of current process technologies based on feedback from the field and independent studies.  These evaluations result in specific improvement recommendations.

C.
Track Project Management best practices.  The PMO participates in PMI and PMP certification; as a result PMI periodicals, document distribution and participation in PMI chapter meetings will expose Project Managers and PC/As to new process technologies and  promote achievements.  Some topics for review: 

1.
Identifying and reviewing tools for specific process needs;

2.
Collecting experiences from projects;

3.
Using competitive bench marking; and

4.
Formulating specific recommendations based upon collected data.

D.
Conduct Project Process Assessments. The PMO determines schedule for assessments based upon objectives and ongoing programs and projects.  In addition, PC/A staff at the PMO works with projects to establish mini-assessment techniques that can be applied with minimal impact.

E.
Prioritize and Plan Improvement Efforts.  The improvement process is an example of a corrective action process.  Planning is conducted periodically and on an as-needed basis to respond to critical PILLs.  The PMO prepares an action plan based upon objectives, and PILLs; then obtains Steering Committee approval of the action plans and budgets.  When required, the PMO amends the action plans to allocate resources to work on approved Process Improvement issues.  The planning task also includes the actions to initiate effort on approved PILLs and to establish measures of success and failure.

F.
Define / Update Process Improvements.  Based upon the action plan and detailed task plan, the PMO initiates the task to execute the process improvement.  After executing the process in a model environment, the PMO updates the PAL to reflect the new process definition.

G.
Create Process Documentation.  Once a process has been approved, the Action Team ensures the process documentation, is current and complete.

H.
Train and Mentor.   The PMO follows up documentation updates by preparing and delivering any regression information required for projects. PMO PC/A staff provides mentoring on general processes.

I.
Advise Project Teams.  The PMO staff members serve as points of contact to project teams to provide advice and interpretation on process issues.

J.
Collect Program Feedback.  The PMO reviews the progress of project teams through presentation by project members that discuss the real-time lessons learned and success stories of adoption and enactment of project processes derived from the company process.  The PMO collects program review measures, lessons learned, and copies of project documentation for potential reuse by other projects.  Projects can provide additional process feedback through PILLs.

K.
Communicate Within The Organization.  The PMO participates with other project teams through its PC/A program to address inter-group communication issues and assure compatibility between process definitions.

L.
Maintain Process Asset Library.  The PMO maintains the process assets using current permissions control.

4.2.2.4 Internal Deliverables

A.
Updated Objectives.  The PMO produces new objectives for process capabilities when directed by GTA management.

B.
Updated Best Practices.  The PMO publishes new or updated best practice documentation and provides information and mentoring on the new / updated processes as they are approved.

C.
Objective Measures.  Each process discipline provides recommended objective measures of effectiveness.  The recommendations, and the methods for gathering data, are published as part of the process distribution.

D.
Adopted Technologies.  The technologies recommended for use by the PMO are deployed under PMO guidance.

E.
New Action Plans.  The modeling of new processes and process improvements may produce action plans for proving their effectiveness.

F.
Updated Metrics.  The metrics provided by PMO process team monitors project team efforts and are reported by the PMO and stored for input to further improvement efforts. 

G.
Improved Processes.  The true output of the Process Improvement Initiative is improved process capabilities.  The PMO distributes the improved processes as documentation and project support. 

4.2.2.5 Formal Deliverables

A.
Updated Process Asset Library.  Each process improvement is captured and stored in the Process Asset Library as a PMO and Agency resource.

B.
Updated Project Asset Library.  Project results are captured and stored in the central project asset library as PMO and Agency resources.

4.2.2.6 Phase Entry Criteria

A.
The process improvement activities are not phase-dependent.  They are triggered by different events, which include:

1.
Senior management initiatives;

2.
PILL submissions;

3.
Government and professional organization announcements; and

4.
Technology evaluations.

B.
To start work on a specific process improvement, the improvement team must have a clear definition of the business needs the process will serve and (if applicable) a clear definition of the process as it exists.  In addition, the improvement team should gather any metrics that have been produced by performance of the process in actual project work.

4.2.2.7 Phase Exit Criteria

Completion of a process improvement initiative requires the following:

1.
Process documentation in the form of new or updated guidebooks, procedures, checklists, and supporting forms and deliverable templates;

2.
Notification to PMO Project Managers and Project Consultant/Analysts

5.0 Status Accounting
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Figure 12: Status Accounting

5.1 Formal Deliverables

The formal deliverables from process improvement initiatives include:

1.
Guidebooks;

2.
Procedures;

3.
QA checklists;

4.
Supporting forms and deliverable templates;

5.
Presentation materials.

5.2 Reports

Process Improvement Status will be reported as determined by the Process Improvement Management Group.

5.2.1 Documentation and Status

Maintains a list of all documentation and its version.

5.2.2 Program Reviews

A.
Projects should report process improvement activities at program reviews.

B.
The PMO will provide process reporting at program reviews.

5.3 Metrics

The Process Improvement Initiative measures are tracked as follows:

1.
Tracking of improvement tasks by change number;

2.
Tracking of direct and indirect Process Improvement time;

3.
Program measures feedback;

4.
Process PILLs, new, pending, and closed; and

5.
Percent of participants.

6.0 Supporting Reviews and Audits
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Figure 13: Supporting Reviews and Audits

6.1 Reviews

All formal reviews conducted during a project’s life cycle should include a review of processes completed and a preview of upcoming processes.

6.2 Audits

Questionnaires and Checklists will support periodic audits to determine is processes are being followed.

6.2.1 Individual Process Audits (IPA)

A designated PMO representative in accordance with the individual procedure will conduct audits. Assessment of a project’s adherence to the process will be based on the PAL assets that were delivered to the project at startup, and on the tailoring the project team applied to the PAL foundations. 

6.3 Progress Tracking

The metrics specified for each process provide progress tracking, both on the project level and for the organization as a whole.  In addition, each phase checkpoint review should include a lessons learned session and feedback to the PMO.

6.4 Verification

The PMO conducts regular status / coordination reviews with project teams.



























































































� This document is a reference from the Georgia Technology Authority (GTA) Project Management Office (PMO) created as part of the strategic continuous process improvement initiative.  Questions or recommendations for improvement to this document may be forwarded to any GTA PMO member.
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