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Introduction

Many organizations try to implement change. This includes everything from the introduction of a new planning tool or estimation method, to a company-wide process improvement program.  Often these attempts fail due to a lack of skills to effect change.  When new ideas are introduced they are either abandoned after a short time or adopted by only a few people.

Whenever an organization wants to change there are some key principles that it must consider to be successful. This paper covers the principles that lead to change.

Tool 1: Individuals want to be understood first and then have their problems solved.

The first step is to understand what the customers (managers and developers) want in their terms. Listen to their problems and goals, and work to determine a match between what you have to sell (the process change) and what the customer wants. If you spend your time solving the customer's real problems, change will be considerably easier. When process improvement is perceived as problem solving, the speed of process change is increased. If what you have to sell does not match what the customer needs, then reconsider a more appropriate process change.

Tool 2: People only behave to gain pleasure and avoid pain.

Every behavior and position can be thought of as an evaluation of current and future pain and pleasure. The pain/pleasure model lets you know better why people do what they do. For example, an organization may be having difficulty starting to plan. The individuals may be busy coding because they're afraid they're going to miss a deadline. Coding is the behavior because more pleasure is associated with coding than planning.

When the change is valuable and solves a key problem, pleasure becomes associated with that change. In the example above, if planning is presented as a method by which the developers can meet their deadline, then pain will be associated with not planning and pleasure with planning.

The first way to use the pain/pleasure model is to understand the customer's current pain and pleasure. Pain is equal to the problems they are having, pleasure equal to the goals they are trying to accomplish. By helping people think through future pain and pleasure one can help them make better decisions now.

To have an idea adopted long term, link pain to the old behavior and pleasure to the new one. This can be accomplished by making the new practice useful to the team.

Tool 3: If there is a big enough WHY, people will decide to change in a heartbeat.

When the motivation or reason to change reaches a certain threshold, action occurs. When companies hit rock bottom, they simply decide to change and improve. One way to use this tool is to help customers clearly state their problems or goals by asking, "What are the most important problems and goals for this project?" The goal or problem you work on under the umbrella of process improvement needs to be important and therefore compelling. If it is not compelling, or there is not a big enough WHY, action will not occur.

If you are promoting an idea, for example, SEI Level 2 or ISO 9000, you may have noticed that the organization procrastinates and does not take action toward these goals. Maybe the goals are not very compelling and they could be restated in more compelling terms. For example, take Level 2. Ask "What would this buy the organization, what is the value of Level 2?" You may get the answer: "to meet schedules better", "less rework", "more sanity in the team due to better schedules", and "happier customers due to expectations being managed". Determine which of those are important and set that as the goal. Now you have a goal that's more compelling, and Level 2 becomes an intermediate goal towards a more important accomplishment.

Tool 4: Motivation requires leverage.

To get people to change long term, it is important that you find an area of leverage (some identified pain or missing pleasure needs to be associated with the current behavior).  That means you have found some problem or goal that the individual or team cares about. If you haven't found that leverage, people are not likely to change long term. For example, if you're advocating a new design method, may be you've observed that it's being used somewhat superficially. This could be because you have not found leverage, e.g., there is no perceived problem with design.

Tool 5: Events lead to beliefs, and beliefs combined with values lead to behaviors.

A belief is simply something we feel certain about. For example, planning is overhead is a belief. Planning is useful is another belief. SQA is essential is a third belief. Beliefs don't have to be accurate; they are conclusions that originate from an event or information.

A value is anything that is considered to be important or valued. Examples are honesty, ethics, deadlines and chocolate.

By understanding beliefs and values we can better understand why people behave the way they do. An SEPG can help people change and produce new behaviors by ensuring that any change is aligned with the values of each person, and that the people being asked to change form positive conclusions or beliefs about the change.

Tool 6:
Understand the benefits of the current behavior. The new behavior must give at least the benefit of the old. 

Individuals behave to get a result. A new behavior must give them a similar result, or better. One needs to understand what is beneficial about the current behavior. If you understand what it is, then you can provide a new solution that obtains a result that is just as beneficial, but one that is easier, cheaper or faster.

When looking at the benefit, it's important to consider the overall benefit to a team. For example, a team may decide to use inspection over informal walkthroughs because it finds defects faster and saves time. The extra discussion the team used to enjoy in walkthroughs is now going to be dropped because of the overall time saving benefit of inspection.

Tool 7:
People are always looking for a better emotional state. Ask what that is and aim for it.

People buy Volvo cars primarily because of safety. The desired emotional state is to feel safe. Other people buy cars for the excitement, for example, a red Porsche. Shoppers go to Nordstrom's to feel pampered. Some people begin better project planning because they want to feel well organized. All the things that people do are because of the emotional state they want to feel. Behind every need, want and desire, there is a desired state. 

When a change is advocated, the desired end state needs to be understood and made part of the goal.

Tool 8: Information x Focus = Current Reality.

The current reality, a person's awareness and perception about a situation, can have a large impact on his or her willingness to take action. The job of an SEPG is to help people change their information and focus thereby changing their ability and willingness to take action. This tool can be implemented by asking better questions to get better information and a different focus. For example, many project managers see deadlines as negative and do not try to make life better for the team. A new focus would be to use the fixed deadline as a reason to negotiate other variables.

Tool 9:
Reinforcement (or reward) will condition a new behavior long term. Reward must be timely and meaningful. 

Rewards help an activity become attractive and more compelling. It is important to recognize individuals and their needs so that you can tailor each reward to be meaningful. It is also important that the timing of the reward is tied closely to the event that is being rewarded, so that it will reinforce the activity. Reward systems need to be flexible to be effective, and need to be aligned with the individual's values, problems and goals. No more mugs and tie pins!

Tool 10:
Any process, including learning, can be accelerated by modeling someone who can do it already.

Usually, trial and error are the worst way to learn something. It is better if we can learn from others and save trial and error for refining a good idea to meet our purposes. Here are a few examples in modeling. A process improvement champion could study consulting skills from Vaginiar Satir. Risk management, a part of planning, has been well researched by Barry Boehm. Some organizations are particularly good at software development. The Space Shuttle project and SEI Capability Maturity Model are worthy of studying. Napoleon Hill spent 20+ years developing success ideas that are quite appropriate for software projects.
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