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Laying the Foundations Before
Building

[ Carlos Flores Ramirez

= QOver 20 years of experience in
IT and Consulting

= Almost 10 years optimizing
organisations: SE PI,
Outsourcing, Strategic
Alignment, Service Delivery
Processes, etc.

= International experience: North
and South-America, Western
and Eastern Europe

= Working experience in
Spanish, English, French and
Italian, some Portuguese &
Flemish

= |T Director in AXA Belgium
since 2001
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Structure Of The Workshop

= Purpose

Theory

Practical experience
= Response
Round table
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Coneris

Ynow whal you weint to
build

Choose the site carefully
Drawy the plans

Dig the hole

Pour the concrete

Start building

Q:PIT Ltd - http//www.qpit.ltd.uk

Know What You Want To Build

Q:PIT Ltd - http//www.qpit.ltd.uk

©Q:PIT Ltd 2006 4



Laying the Foundations Before 12 June 2006
Building

Cultural Change

Maoving
o [From doing what seerms fight consicering todeay's
pressures and priorities
> To coing wial we know to be rgnt for the organization's
future

SwWitching
o From minding rny own business
o To understanding roles and responsinilities

Q:PIT Ltd - http//www.qpit.ltd.uk
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Building

Cultural Change

Focus on whnelt matters

Cormrnunicate why things need to be done rather than
just thai sometning needs to be done

Maies sure you understand the orgrlrnzerlona ,erl for
Irnproverment and focus on improving the organization

Q:PIT Ltd - http//www.qpit.ltd.uk

Communicate Communicate
Cornrnunicate Cornrnunicate
Cornrnunicate Cornrnunicate
Commun

Alfe [j Comrmunicaie
Commrnun j
Conmnnul
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Comrnu
Conmnny
Communicate Communicate
Cornrnunicate Cornrnunicate
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Focus on the people
o Training
o Explaining
o Understaniling

Wk witnin the ¢ uI[ Ure
o The people you have
2 The way of working / Ny
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o The processes you
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[ Know what you want to build?: try hard!

= How do you define an unknown target?
= How do you define the road to a place you have never been?
= How do you prepare for a journey you have never experienced?

= What do you do when you have to go a place nobody in your
organisation has gone before?

= No need to need all the details BUT be sure to
know the nature of the challenge and prepare
yourself

ENGRRNE AXA Belgium DIO Process improvement - IC. Flores Ramirez - 14
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[ Know what you want to build: what is not?

= |tis not a technical issue

= Very little to do with a methodology

= Nothing to do with buying a tool

= Not a problem armies of consultants will solve.

= Not a problem you can outsource or offshore

= This is a people challenge

= This is a question of attitude

= The real thing you need is a different mindset!

= Culture is the most difficult thing to change...

ENGRRNE AXA Belgium DIO Process improvement - IC. Flores Ramirez - 15

[ Our “cultural” experiences

= We recognised the nature of the challenge

We had an approach: “viral infection”

We had the right messages

We started to “infect” some key people BUT
= We underestimated the challenge
= We did not prepare it enough
= We had difficulties to find the right help

= We did not communicate enough (remember
Kotter!)

ENGRRNE AXA Belgium DIO Process improvement - IC. Flores Ramirez - 16
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Contenis
Know what you want to
build

Choose the site carefully
Drawy the plans

Dig the hole

Pour the concrete

Start building
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Choosing The Site
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Align your irnproverment goals to your busingss goals
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Wiy o you wanit to change?
What's wrong today?

Whio wants to change?
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Manzagerment Involvernent

Top management involverment

Middle managernent involvernent
Project manzagement involvemment
Line management involverment
Other management involvement

Q:PIT Ltd - http//www.qpit.ltd.uk

l ' Vo e
M;mmg ne Tougn Cnoices
APPIoEs
0 Sele 2 zpproach that fits your culture

Mode]
2 Choose a moclel thai will support you for years
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Building

[ Choosing the site: What did we want to
achieve? Why?

= How do you link your IT organisation goals to your business
goals?

= How do you link your PI journey into those goals?
= What do you do when you do not have enough quantitative data?

= How can you steer the Program when some of your clients are
sceptical?

= How do you convince your people that the situation has to
change/improve? How do you help them to change?

= How do you help your top management to visibly commit on a
daily basis?

= How do you focus the organisation?

= Too many questions to be answered, not enough
data to be sure of the answer. You must make the
effort of understanding why?

ENGRRNE AXA Belgium DIO Process improvement - IC. Flores Ramirez - 23

[ Our initial “decisions”

= We understood the main focus and direction but did
not have enough quantitative evidence

= We wanted to work details with clients but we could
not ask all the clients for more participation in another
IT Improvement Program, so we approached them
one by one.

= We tried to gain their participation on the basis of
quick-wins and measurable small improvements on
the field, it was not easy.

= We decided to focus on some dimensions of our
work: Estimations, Project Management and
Monitoring, Requirements Management. We took too
long to focus on the other areas

ENGRRNE AXA Belgium DIO Process improvement - IC. Flores Ramirez - 24
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Laying the Foundations Before

Building

[ Our initial “decisions”

= We tried to organise 1 real steering for the Program (with the
business) but ended up with 1 by Business Line.

= We did not communicate enough on the urgency of the situation
and had to deal with a lot of resistance along the way.

= We funded the project internally and were lucky to have that
possibility. Benefits are real but difficult to quantify at the
beginning.

= We followed the advise of an expert and went for CMMI staged
version, honestly we did not really mind. We had to start the
journey and we had more important things to discuss.

= We started Big Bang, all teams, all Process areas. Somehow
there were better ways.

= A lot of decisions based on beliefs and following
expert opinion BUT what was the alternative?

AXA Belgium DIO Process improvement - IC. Flores Ramirez - 25
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Conftents =
Know what you want to
build
Choose the site carefully

Draw the plans
Dig the hole

Pour the concrere

Start building
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Building

Draw The Plans
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Estanlisn The Current Stz

Whia ; alre current strengths and weaknesses
o Appraisal coes not mean SCAMP
o Use professional help

Root causes and impact analysis

Q:PIT Ltd - http//www.qpit.ltd.uk
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Measuraple progress

Tinne frames

Milestones
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Understancling

Q'er /Jllr process improvenment people to understand
55 lmorovememr
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Laying the Foundations Before 12 June 2006
Building

[ Choosing the site: What did we want to
achieve? How?

= How do you define your real situation?
= How do you ensure people understand and believe it?

= How do you define the criteria for success when your baseline is
not clear?

= How do you ensure everybody knows what we are talking about?
= How do you measure progress?

= What is the business case of this initiative?

= How do you focus the organisation?

= How do you make clear what you want?

= Do not underestimate the level of leadership you
have to take

AXA Belgium DIO Process improvement - IC. Flores Ramirez - 31

[ Our initial “decisions”

= We asked an external company to measure our maturity
(SCAMPI C) and we saw we had to a lot of work to do.

* We decided to focus on some dimensions of our work:
Estimations, Project Management and Monitoring, Requirements
Management. We took too long to focus on the other areas

= We trained everybody: all developers 1day, all managers and
directors and key people at least 3 days, special training for QA
people, we organised info sessions for Business. An absolute
must! And not only once.

= We spent weeks defining and communicating our policy. People
worried about: confidentiality of metrics, hierarchy of policy,
processes, procedures, etc. It was a good communication tool,
very much worth the effort!

ENGRRNE AXA Belgium DIO Process improvement - IC. Flores Ramirez - 32
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Building

Contents

Know what you want to
build

Choose the site carefully
Draw the plans

Dig the hole

Pour the concrete

Stairt building
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Dig The Hole

Q:PIT Ltd - http//www.qpit.ltd.uk
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Consultant
EPG
Specialists
Maneagerment

Leadership

Q:PIT Ltd - http//www.qpit.ltd.uk

Infrastruciure

OPF, OPD, [PM
Change rmanzgement
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Building

[ Dig the hole: The team and the
infrastructure

= Do you hire your QA team?, or do you train them?, and what
about your SEPG?

= |s there a right mix of internal versus externals?

= Who will lead the effort?, At executive level?, at managerial level?
How do you manage it?

= How do you organise the teams in the field?

= Who is responsible for the Process Improvement? The
Managers?, the Directors?, the engineers?

= What are the roles and responsibilities of participants? Sponsor,
Managers, Directors, engineers, support teams, etc.

= How are your processes going to relate to each other?
= How do we help people to deal with the change?

= Without a dedicated team and a lot of support,
better forget the whole thing.

AXA Belgium DIO Process improvement - IC. Flores Ramirez - 37

[ Our team and how we started

= We tried to hire as much expertise as possible, it was difficult
and took more time, money and effort than expected. The good
news is that the good experts we found were really good.

= Managing processes is different than managing people and not
the same as managing application development. Give your
people a chance but be prepared to take decisions.

= We assigned responsibility to Directors responsible for Business
Lines, in some cases they were still digesting the change, in
some cases they needed a lot of support. Accept that speeds will
be different but focus on progress.

= We tried to get a day a week from the sponsor; if he agrees you
have to fill that day, If he does not agree maybe he/she did not
understand yet.

= We developed a Process Architecture after writing the
Processes, it was painful!. PLEASE develop the Process
Architecture from the start

ENGRRNE AXA Belgium DIO Process improvement - IC. Flores Ramirez - 38
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[ Our team and how we started

= We tried to build the QA function slowly, let’s start with 10%
assignments and then increase to 50% of full time. Maybe it is
better to have more discussions and start with full time people
BUT it requires a lot of commitment and faith.

= We tried to manage the Program by the Directors on the field.
Do not underestimate the effort: training, understanding, change,
etc. leadership has to make to lead the program.

= We failed trying to find help and a simple way to manage
change. It does not exist, managing change is a question of
every day and every moment and you need to repeat and repeat
the messages and work on the field with all people.

BERANANE AXA Belgium DIO Process improvement - IC. Flores Ramirez - 39
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Know what you want to
build

Choose the site carefully
Draw the plans

Dig the hole

Pour the concrete

Start building
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CcM

PPOA

MA

Policy

Management raview
Build on & I EBES

Imnprove, don't invernt
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Training

Getling the people to understand

More then a model
MILS
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[ Pour the concrete, how to make it last?

How to deploy the processes?
Big bang?, everybody at the same speed?, what type of
pilots?
Gradually?, in waves?, team by team or BL by BL?
How to build the QA function?
How to make the policy alive?

How do you write processes in areas there is almost no
knowledge in the house?

Do you need very good processes? What to do when you do not
have very good processes?

What training to organise?, process training?, what about software
engineering training? Who do you train?, who trains?

More questions of a new different nature!

AXA Belgium DIO Process improvement - IC. Flores Ramirez - 44
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[ How we poured the foundation?

= We decided to launch all processes in all teams in waves, 2 days
of Project Launch by team, write an action plan to address gaps
identified and then deploy. Maybe it was going to be easy to pilot
processes in teams that were somehow advanced and then
generalize.

= We decided to launch by Business Line. On perspective, same
as previous line.

= Building the QA function was a very difficult, we got a lot of
externals helping and we had to develop internals to take over. It
was difficult to get the right people —they were busy doing
projects-. It required a lot of training, coaching, support. There is
no other way to deal with this. It is your organisation, your people
and you have to build with them your QA function.

= The policy also took us some time, it was a participatory effort
lead by the CIO and ended up being a solid document BUT it
was a new experience for the organisation and took some time
to agree and see it in the same way.

AXA Belgium DIO Process improvement - IC. Flores Ramirez - 45

[ How we poured the foundation?

= We had a problem with the quality of the processes? Do you
deploy processes that seem to be not very good? Do you rewrite
them before deploying?, do you write them by a team of experts
of do you accept what the workgroups produce?. One of our
workgroups decided they did not need training on 1 particular
engineering discipline, we are still having problems on this
subject.

= Training was a lot of work to prepare. Most of the initial material
was prepared by good external experts but our people did not
like it. Then we adapted it to our local liking and some other
people did not like. We tried to train the trainers and ensure
continuity but then we found out most of our good people were
busy giving training and did not have to do the job.

= If you want the change to last, start with what you
got and continue improving the situation day by
day. QA is key.

ENGRRNE AXA Belgium DIO Process improvement - IC. Flores Ramirez - 46
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Know what you want to
build

Choose the site carefully
Draw the plans

Dig the hole

Pour the concrete

Stairt building
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Start Building
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Selling To Your Custorners

Dorn't forget your customers are paying for this

ENgineering Process Areas
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Focus On Quality

Understanding quality
Don't trust the model
Melnage your risks
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Plan Your Irmprovernent Project

Requirernents development

Tecnnical solution

Verification and validation

Project planning, monitoring and control
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[ Start building

How to involve your customers in deployment? They will be
involved and can make it as painful or as easy as they want.

How to improve the engineering processes areas in a traditional
environment?

Once again, why are doing all this?, what are our objectives?
Do we understand Quality in the same way?

How much do we follow the model?

How do you plan a project of such a different nature?

How do you execute a project of such a different nature?
How do you deal with Change Management every day?

Once more, how do you answer questions about a
topic you do not know?

AXA Belgium DIO Process improvement - IC. Flores Ramirez - 52
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[ How we started building?

= We decided to have a pragmatic approach to involving
customers?, By Business line and by team. It went ok
sometimes, great others and gave problems some other times.
In perspective, | think we should have made more of a central
effort and communicating to them along the journey.

= Too many times we had people that said: The Practice nn.mm
says this,..the model says this, we have to follow the process...
Do not stop asking WHY? And requiring an answer!

= Clarify what you mean by Quality, illustrate it with examples, do
not assume you will be understood the first time.

= The first year we decided that every Business Line was
responsible for the planning and execution, the second year we
added a Program Office to improve focus and visibility. We
should had started with the Program Office and put more
resources in SEPG but it is easy to say it now.

AXA Belgium DIO Process improvement - IC. Flores Ramirez - 53
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FINANCIELE
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[ CONCLUSION

Changing the culture of your organisation is one of the biggest
challenges you can undertake as an executive.

Process Improvement is about changing the culture, the way
every single person will work.

Do not underestimate the effort needed to prepare and execute
you improvement program.

Do not underestimate the size of barriers to change.

Do not underestimate the amount of support your people need
and the amount of effort you have to make.

Before you believe it is impossible or stop your Process
Improvement Project: Do not underestimate the benefits you,
your organisation, your clients and your people will get.

Of course it is difficult, if it was too easy it was
not going to be fun!

AXA Belgium DIO Process improvement - IC. Flores Ramirez - 55
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Tnink Before You Jump
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855 Imorovemenr in 3 words
;n]

ommmon sense

Imnprove

k’“ G
=
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Change rMmanagerment requires ¢
or changing management
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Start From Tne Top

changing rmanagermnent
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Plls A Project

Pl Engineering is like any ofher engineering project with

Deliverables
Accountaility

Plans

ResUrces
Requirenments

> Design before building
o Testing
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and teamwork.
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What Will History Say?
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Which One Planned?

Q:PIT Ltd - http://www.qpit.ltd.uk

©Q:PIT Ltd 2006 31



Laying the Foundations Before 12 June 2006
Building

Which One Planned?
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Which One Has Tth@ Means To
Succeed?
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Which One Focused on Culiure and
Communication?
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