2009 Change Management Process Improvement Status (7/29/2009)
Education

· CUSTOMER:  High-level  overviews with customers of our project teams.  It would be best done during a status meeting.  This would address concerns in the business world in regards to the extra time that the Change Process adds.
· PROJECT TEAMS: Project teams may not understand the value of the Change Process. Some may view this as additional overhead to projects. CM representation should attend the VP meetings when they address their organizations.  During that time, CM should pick a subset of projects and explain the how the process works with those teams, and point out the value

· TRAINING:  After the platform upgrade, a new training initiative should be done.  During those sessions, a history of where we have been and where we are going with the Change Process should be contrasted.  Of course the new functionality et.al should be discussed.
· Education on how to work with the change team on what type of changes can be modified.
· Approvers understanding the significance of their role as an approver, not just as a pass through
· NOTE: I have challenged the Education Sub-team to address on-boarding of new employees and how to best provide refresher information when it comes to the Change Process 

Perception
· NEW SURVEY:  Current survey data has aged.  We have already implemented some process improvements.  We should do another survey around the time of code freeze for the platform upgrade to better baseline about where we stand.

· COMMUNICATION: Develop better communication methods to other groups. Apparently people do not read their e-mails.  We need to develop multiple channels of proving updates.
Tools

· STANDARD CHANGES FOR RFCs: The Remedy team can add this in. We need to finalize an implementation plan
· ABILITY TO SEE WHAT CHANGES TOOK PLACE BY TIME FRAME: This is currently in production. In application and asset management, we have tabs showing what RFC's have been completed for the app/asset selected.
· APPROVER STATUS: In Production.

· ON-GOING IMPROVEMENTS:

· Automating certifications from QA through Test Director.

· Integration with outside tools, such as starTeam and TFS. 

· Research Change Management reports via Business Objects

· Communicate the Reports available and purchase additional licenses for self service through Business Objects

· Automation of CTI (Categorization) requests in Remedy

Process

· Time Limits on Appovals
· Notification of DBA's of a pending change requiring their assistance.

NOTES:

From the analysis of the CM survey the education sub team suggests that the CM Team implement the “CM Education Road Trip” education effort to help EA project teams and EA Customers better understand Change Management process. After review of the survey we envision the “CM Education Road Trip” providing specific and general information about Change Management in three different settings. In addition the sub team identified topics for the meetings/training and believes each setting should be specific to the user group in attendance. 

1. EA VP Departmental meetings – The education sub team found that distributing information on CM in the EA department meeting with Karen is too general. In addition the attendees are not providing their undivided attention to the information.  We are suggesting that the CM information be distributed in and smaller setting and the information relayed is catered to the specific projects for that audience. For example, attending Krandall department meeting and providing specific information on how the CM process integrates with the TurniVerse project. 

a. Topics that can be covered.

i. Repetitive comments found in the survey “I think it has slowed down my time-to-market”.  

·  Discuss the WIIFms for the CM process

·  Allow Carina to give an update on the process and show specifics to the project being discussed how it helps not hinder 

· Discuss the Approval Process and the significance 

· Bring specific information to address for the applications per group. Make the discussion relative and specific to the group not general information.


2. Project Team Customer meetings- From the survey, we identified that the project team would like the business units to be aware of the CM Process.  

a. The education subteam suggests that the CM team coordinates with the project team to be added as an agenda items in one of their customer meetings.  In this meeting CM team can provide a general overview of the CM process.  The information distributed at this meeting should be relevant to how the CM process helps the customers 

3. Training Class – In doing the analysis on education, the sub team found that a lot of new enhancements/changes were implemented by the CM team within the last year.  All of these changes warrant a training class that would cover the following topics
a. Review the process and identify all new changes and functionality within the CM process/tools.
b. Provide information on the CSIP roadmap and education on where CM has been and where they are going. 
We reviewed and provided status for the individual assignments:

· Automate certifications from QA through Test Director – Tim Russell 
· This customization would require the addition of Test Director test plan ID to the change tool, and would require users submitting an RFC to know and input this ID.  This is not likely feasible, as only the QA team typically tracks this information.  More conversations with contacts in QA are ongoing.

· Integration with outside tools, such as StarTeam and TFS – Mark Headley 
· There is already some functionality being implemented that will allow change implementation instructions to be attached in StarTeam and TFS.  These instructions would be accessible from the change tool.  The benefit is that instructions could be updated without document version issues.

· Create Standard Changes for RFC process – Josh Bray 
· Josh and Rajesh are going to work together on defining a process for standard and reporting changes, and determining the customizations necessary to facilitate these features.

· Research to see if any Change Management reports are needed – Vesey Wilborn 
· Based on the Survey Question below:

Please list the top 3 improvements to the Change Management processes that you would like to see in 2009 (Policy, Process or Tools).

•
Report tool

I have examined the current reports in Remedy 

Reports from Remedy:

•
Summary:  Change Control * Date Range:  Change Controls by Various Time Frames


•
Detail:  Change Control Exceptions * Date Range:  Change Controls exceptions to advance notice requirement

Also there is a Business Objects Universe created for self service reporting 

•
Remedy ITSM RFC

Recommendation:

1. Submit a request for standard on-demand reports to added to Remedy 

2. Publish the Business Objects Universe to Production for general use

3. Communicate the Reports available and purchase additional licenses for self service through Business Objects

Conclusions:

Currently reports are covered by the standard reports available or the Business Objects tool for self service. Micah Benson also provides reports upon request so this information needs to be sent out to the change management users. 

· Add different types of updates, such as report changes, into the change process – Rajesh Ramanathapuram 
· Rajesh and Josh will work together on defining the process necessary for standard and reporting changes.
· Rajesh found some features that might be useful for the Perception/Education sub teams to know about within the tool, and will be communicating those to the two teams.
· Ability to see what changes took place by timeframe and application – Josh will confirm that this is already in place. 
· Josh confirmed that this feature has been completed and was either in production or would be shortly.
We also agreed to divide up the survey results and re-analyze them, just to see if there were any other opportunities to improve the tool.  Tim followed up with a division of survey responses for each team member.

	Theme
	Description
	Recommended Actions

	CAB Process Improvement
	I think the CAB process would be more efficient and effective if the change requests for my area were reviewed by CAB memebers who were intimately familiar with what I do.  Maybe that means having smaller CAB meetings with a board made up of just specific areas.
	CAB

	CAB Process Improvement
	A more focused CAB... one focused on EA and then on TTS.  and another group that meets to discuss crossovers for both... just an idea.
	CAB

	CAB Process Improvement
	When we review changes in the CAB we should discuss their change history if necessary (especially if their past changes tend to cause impact)
	CAB

	CAB Process Improvement
	The frequency of the emergency CAB meetings defeats the purpose in some cases of bringing those issues before the regular CAB meetings. Its proper planning. ie. the Microsoft Patches that were required and all hands were on deck for awareness and resources standing by to have in by 3/31/09.  This was a known issue that needed to be done and several other machines were done in advance.  Why was there a need for an emergency CAB?  Proper planning and requiring these teams to follow the normal CAB process instead of not planning properly would eliminate the need to waste many resources time for these emergency sessions.
	CAB

	CAB Process Improvement
	I think some of the emergency cab meetings should be at a discretionary call of the CAB leaders.  Having an emergency meeting because of the timeframe when you have to submit an RFC and need to implement the change does not always need an emergency meeting.
	CAB

	Change Management Reporting 
	I'd like to see receive Change Mgt KPI information easily and automatically...how many RFCs did my team submit this month? Of them, how many were successful, had to be backed out etc? 
	CM Output

	Change Management Reporting 
	report tool
	CM Output

	New Tool Requirement
	Mass import of CI information. It is a HUGE pain to have to enter every single record. There should be an import from spreadsheet function. Although there is the Application listing, if you have more than one application being affected, this can become a laborious task.

	CM Process/Tool Improvement

	New Tool Requirement
	We need the option to include EVERYONE who might be involved with an RFC (developers, PMs, DBAs, Migrations, BAs, Architects, etc.) and have them alerted to the RFC tasks and window. 
There should be no need to create other tickets or requests to get the change into production. 
	CM Process/Tool Improvement

	CM Process/Tools Improvement
	It is hard to estimate when the CM ticket should run or when others will approve my ticket.  This has caused me to do rework with on the RFC ticket.
	CM/RFC Relation

	CM Process/Tools Improvement
	Made my job more difficult.  Simple changes are delayed by process and complex changes are not communicated / coordinated with the people that are actually doing the work. 
	CM/RFC Relation

	CM Process/Tools Improvement
	Streamline the approval process with less approvers, so the change moves forward. 
	CM/RFC Relation

	CM Policy Improvement
	RFC procedures related to changes involving workstations versus the current system which only seems to relate to server changes.
 
	Policy Change;  Determine impact to business from.  Group objecs or popoulations into classes.

	Tool Integration
	A single tool for submitting, planning, tracking a change.  Current process requires a person to jump between several tools (e.g., Remedy, CCM, Service Center, etc.).
	Process Improvement

	New Approval Workflow Requirement
	Time limits on approval, if a change is not approved by approver within 72 hours, the next tier of management is alerted and has 72 hours to approve the change. Should that management tier not taken action on the ticket, the director/vp/svp and change manager are informed that no action has been taken on the requested change. There have been a number of instances where a manager, being overloaded, misses approval and the change is not completed. Having more than one set of eyes on the process will help prevent this issue and assist management.
	Process Improvement on Approvers and delegation

	Training
	When coming up with CSIP processes please take the time to look at the area that will be impacted and walk though the process as it would relate to the specific area. EXAMPLE: If you were a BA,Developer,or PM needing to do an RFC you would do X,Y,Z. Is this time consuming? IF SO, are there ways to cut down on the time it takes to complete the process (automation). Is this process duplicating any efforts? If so, where and where can we streamline the process. And so on, and so on.
 
	Review RFC tool/process with the group

	Training
	In Remedy, it is difficult to find RFC unless the I search by the actual RFC number.  For example, if I search by RFCs created by me, the system returns zero results, even though I've created numerous RFCs. 
	Review RFC tool/process with the user

	CM Process/Tools Improvement
	We do data changes that often require Emergency Approval because the users must complete testing beforehand and sometimes they have business delays that cause us to move items after the RFC implementation time resulting in a last minuet need to submit a new RFC and get through approval quickly to meet the business deadlines. In this case the RFC process is cumbersome but works well enough otherwise.
	RFC Approval

	CM Process/Tools Improvement
	Slows down the process, sometimes that is good, sometimes not. Approval process generally what holds things up.
	RFC Approval

	CM Process/Tools Improvement
	The change management policy is, I beleive, is a beneficial process to have. However, the approval process for changes being made is extremenly tedious and time consuming. RFCs which should only require a manager's approval ends up requiring several other approvals 
	RFC Approval

	CM Process/Tools Improvement
	The process is cumbersome and requires people to approve my RFC's that do not understand the applications that we are deploying.   This often requires multiple follow-ups to get approvals due to lack of understanding of the applications and dependencies.
	RFC Approval

	CM Process/Tools Improvement
	Allow RFC's implementation dates to be updated and then recycled through Approval process.
	RFC Approval

	CM Process/Tools Improvement
	Ability to update dates and times after submitting for approval
	RFC Approval

	CM Process/Tools Improvement
	Automate the "change time" process…
	RFC Approval

	CM Process/Tools Improvement
	The submitter should be allowed to change the end time of the RFC when you see that the original time will not be met.
	RFC Approval

	CM Process/Tools Improvement
	Make it easier to change dates on an RFC.  We often encounter issues with the initial go-live date chosen, but getting the dates updated never seems to be a simple process.
	RFC Approval

	CM Process/Tools Improvement
	There needs to be a faster turn around on the approval process if one of the approvers is out of the office.
	RFC Approval

	CM Process/Tools Improvement
	Streamline RFC approval process to include approvers of value Separate RFC-required processes from routine migrations
	RFC Approval

	CM Process/Tools Improvement
	I approve the changes for the projects that fall under my area, but I would like to see as part of the process where I am approving for some of the critical changes for other projects where my projects are heavily impacted by. Approval of my own projects is not really the problem for needing a RFC process, it is approval for changes being made to other projects that are my most concern.  For instance, if the PeopleSoft Financials project is making a database upgrade to 11G, and my project also sits on the same database as PS FIN, I feel that I should be a part of the "approval" process for that RFC because it is a "stamp of approval" that my project is aware and supports the database upgrade change.
	RFC Approval

	Pending Approver Visibility 
	The submitter of the RFC ticket needs to be able to see where the ticket is currently at in the approval process.  I always have to go to the managers to look it up for me.
	RFC Approval

	Pending Approver Visibility 
	Access to Service Center or list of Approvers and the status of their approval.
	RFC Approval

	Pending Approver Visibility 
	Better visibility into the approval process.  Specifically, the names of the approvers in the RFC, email "status summary" notification each time an approver votes to approve/reject.
	RFC Approval

	CM Process/Tools Improvement
	The RFC process has often delayed me waiting for approval from those who do not actually have any knowledge of the process/objects being migrated and are only a rubber stamp. Having such a strict time window for migrations that have to be set far in advance also adds difficulty when any small project changes arise.
	RFC Approval/Scheduling

	Re-enable standard change functionality
	There needs to be a set of "standard", non user impacting changes that we are allowed to do without issuing an RFC for each change.  It takes 10 seconds to make some changes, but often 5 minutes to submit the RFC and then we have to wait on the approval.  Many of our changes in networking have no possibility of user impact and these such changes have no risk and are the quickest and easiest changes we make.  The RFC process slows these down dramatically.
	RFC Process

	CM Process/Tools Improvement
	TRANSPARANCY and COMMUNICATION - the people/groups most impacted by this product could have helped point out significant flaws and issues IF they were involved in the product development in the first place.  Let the people that deal with the processes day in and day out help make this a better product.
	Tool Improvement

	New Tool Requirement
	allow users to opt out of email updates.  Our customers in NetOps/Studios, etc. have requested this since they feel there are too many emails involved already.
	Tool Improvement

	New Tool Requirement
	Being able to save my CI list would be a nice time saver as well.  In general I identify the same CIs whenever I create an RFC.
	Tool Improvement

	Tool Integration
	Chained change controls. If a change has multiple tickets to multiple teams, teams should be able to open a  change control and associate it to an existing approved change control. While most of us just work off the approved one, I don't think this is really the best way to track changes.
	Tool Improvement

	Tool Integration
	should be THOROUGHLY integrated with TTS and CMSOS.
	Tool Improvement

	Tool Integration
	Needing only one ticket to move from defining an issue to implementation.
	Tool Improvement

	Tool Integration
	Integrate the tools 
	Tool Improvement

	Tool Integration
	Link between RFC and CMSOS processes.
	Tool Improvement

	Tool Integration
	Notification of DBA's of a pending change requiring their assistance.
	Tool Improvement


