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What is a Successful Process 
Improvement Program?

• Rated maturity level?
• Improved organizational performance?

• Changed company culture?
• Achievement of goals?
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Start-Ups Goals for Process Improvement

• Establish managerial 
and engineering processes
– Promote growth
– Improve product quality
– Shorten time to market
– Reduce development costs

• Rating
– Not mandatory
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Success Factors  - Understanding Needs

• Projects
– Small 
– For short periods

• Product
– Frequent changes in product direction
– Derived from a common core  

• Organizational structure
– Informal
– Frequent organizational changes
– Everyone has more than one role
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Success Factors  - Sponsorship and Commitment

• Sponsorship 
– Particularly of executive management

• Commitment
– Not only by saying but by doing

• Authority
– Sponsor should have authority on the 

organizational unit

• Leadership
– Sponsor’s maturity to lead the change
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Success Factors - Employee Partnership

• Engineering Process Group (EPG)
– Participation of the Organizational Leaders in the 

Engineering Process Group (EPG)

• Process Action Teams (PATs)
– Participation of experienced employees in Process 

Action Teams (PATs)

• Implementation issues
– Full time is not required
– Provide training to assure efficient process assets 

development
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Success Factors - Strategy

• Initial Diagnosis
– Understand current status and needs

• Incremental process improvement
– Limited resources (budget, management 

involvement, risk mitigation)

• SCAMPI B/C on the way
– Accurate program status

• SCAMPI A or SCAMPI B
– Evaluate program results
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Success Factors - Selecting the Right Processes 
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Success Factors- Selecting the Right Processes

• Fit the organization
– Combine or divide processes areas
– Not all practices are mandatory

• Lean
– Combine documents when possible
– Use forms and tools instead of documents
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Success Factors- Selecting the Right Processes

• Lifecycle customization
– To ensure efficiency a large number of simple 

lifecycles is required

• Example
– New product
– Product customization
– New tool
– Drivers development
– Sustainment
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Success Factors -
Process and Product Quality Assurance Engineer (PPQAE)

• Makes it happen
– Supports deployment
– Provides on the job training
– Provides insight into process and products
– Collects feedback
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Start Up A: Company Details

2 yearsCompany Age

35 employeesCompany Size

• On going development of 
common product (3-5 employees)

• Adaptations of common product 
(each 1-3 employees)

• Research project (3-5 employees)

Project Types

Communication SW productsDomain
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Startup A: Program Details

Customer requirementsTrigger

VPs as EPGEmployees 
Partnership

- On going projects
- HW development
- Customer support

- SW development
- Algorithm
development

Lifecycles

SCM, SQA, SPP, SPTOKey Process Areas

Incremental (no initial gap analysis)Strategy

SW, Research group, HW, customer 
support

Organizational Unit

AssignedQAEVP SoftwareSponsor

18 MonthsDurationCMMModel
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Startup A: Program Results

• Institutionalized
– SW, HW, Customer service and algorithm development life 

cycles
– SPP, SPMO, CM, PPQA, PR standard processes

• Achievements
– Won a number of contracts from large global communication 

companies following successful process evaluations

• Positive Feedback
– Senior Management: “The established processes enabled 

smooth growth from 35 to more than 100 employees”
– Employees: “The program improved our skills to develop 

products”
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Start Up B: Company Details

2 yearsCompany 
Age

100 employeesCompany 
Size

Product LineProject Types

Commercial productDomain
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Startup B: Program Details

Customer requirementsTrigger

- Some of the VPs actively participated in 
the program (EPG and PAT leaders)
- Experienced employees in PATs

Employees 
partnership

- System testing
- Product definition

- SW development
- HW development

Lifecycles

SCM, SQA, SPP, SPTO, PEKey Process Areas

Incremental (no initial gap analysis)Strategy

SW, Marketing, HW, QA (Testing)Organizational Unit

Not assignedQAEVP OperationsSponsor

18 MonthsDurationCMMModel
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Start up B: Results

• Institutionalized
– System testing process
– Driver development process

• Employees Feedback
– “Our customers were happy with our system 

testing procedures”
– “We use the new processes to develop drivers 

more efficiently”
• Organizational changes stopped the 

program
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Start Up C: Company Details

3 yearsCompany 
Age

35 employeesCompany 
Size

SW systems that support a Chip 
family
System testing tool

Project Types

Communications (chips)Domain
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Startup C: Program Details

SW Department manager wish to 
improve processes

Trigger

- Team leaders and PPQAE defined life 
cycles and standard processes

Employees 
partnership

- BSP 
development

- SW development
- PC application     

development

Lifecycle

CM, PP, PMC, PPQAProcess Areas

Incremental (no initial gap analysis)Strategy

SW departmentOrganizational Unit

AssignedPPQAESW department 
manager

Sponsor

24 MonthsDurationCMMIModel
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Startup C: Results

• Institutionalized
– SW,PC applications and BSP development life 

cycles

• Employees Feedback:
– “ I know what I have to do and when”
– “ It was the first time we delivered a product on 

time without defects”
– “We provide better tools”

• Frequent organizational changes “ melt”
the program
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Start Up D: Company Details

2 yearsCompany 
Age

100 employeesCompany 
Size

One multidisciplinary project with 60 
developers
Another project in inception phase 
with 10 developers

Project Types

Communications Domain
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Startup D: Program Details

Low quality of product and 
difficulties to estimate

Trigger

Employees 
Partnership

Lifecycles

CM, PP, PMC, PPQA, RD, REQM, 
TS, PI, VER, VAL

Process Areas

Gap AnalysisStrategy

Entire R&D Organizational Unit

AssignedPPQAECEOSponsor

1.5 MonthsDurationCMMIModel
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Startup D: Results

• Program stopped in the middle of the 
Initial Diagnosis phase

• The CEO quit and 4 VPs were fired

• The Company was merged with another 
company 

• Less than 20% of employees stayed in the 
merged company
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Start Up E: Company Details

3 yearsCompany 
Age

30 employeesCompany 
Size

SW systems that support a Chip 
family
System testing tools

Project Types

Consumers (chips)Domain
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Startup E: Program Details

SW VP wish to improve processesTrigger

- Team leaders as EPG and PAT leaders 
- Experienced employees in PATs

Employees 
partnership

- PC application     
development

- SW developmentLifecycles

CM, PP, PMC, PPQAProcess Areas

IncrementalStrategy

SW departmentOrganizational 
Unit

AssignedPPQAESW VPSponsor

14 MonthsDurationCMMIModel



� � © 2005 Tangram Hi-Tech Solutions Ltd.

Startup E: Results
• Institutionalized

– SW and PC application development life cycles 
– Project management, configuration management 

and process and product quality assurance 
standard processes

• Rated
– Capability level 3 for process and product quality 

assurance
– Capability level 2 for project monitoring and 

control and CM
– Capability level 0 for Project Planning
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Startup E: Results
• Positive Feedback

- “We are more focused in our projects”
- “We prevent problems before they occur”
- “Defining the involvement of  the relevant 

stakeholders helped us to reduce number of 
unnecessary requirement changes”

• Were acquired by a large global organization
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Summary

PP, PMC, 
PPQA, CM

PP, 
PMC, 
CM, 
PPQA, 
VER, 
VAL

SPP, PTO, 
SCM, 
SQA, PE

SPP, SPTO
SCM, SQA

PA

CMMICMMICMMICMMCMMModel
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customer 
support
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Support

Coverage

301003010035Size
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Summary

Appraised 
CL 2 in 
PMC, CM 
and CL 3 
in PPQA

Stoppe
d

Local 
improve
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development

Enabled 
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Lessons Learned

• Similar difficulties in start-ups and 
established companies face 

• Some are more crucial in start-ups

• Align processes and the program to the 
organizational needs 

• Plan high but start small and be ready to 
change plans
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Lessons Learned

• It takes time to improve even it is a start-
up

• Results of improvements depends on the 
success factors

• Remember the goal: 
Improve business results - rating is 
not mandatory
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Summary

• An improvement program causes 
organizational changes 

• Success factors increase the scope and 
impact
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• Thanks to the practitioners in the start-ups 
that took the challenge, put the efforts and 
provided the feedbacks

• For more information
• Dr. Tami Zemel

• E-mail: tami@tangramhitech.com


