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Rumors abound about the horrors of Capability Maturity Model® Integration™ (CMMI™) appraisals: “Two weeks straight!
Towenty-one hour days!! And we never even got done!ll” Yes, I lived through some of those early days, and 1 had to wonder:
How are we going to sell the benefits of CMMI appraisals to the world? What organization wonld willingly subject itself to
that kind of pain in the name of internal process improvement? And how many fools — I mean consultants — wonld hang
out their shingle as a CMMLI lead appraiser to provide the supporting infrastructure that is needed for widespread adoption
of the CMMI? A year later 1 feel confident that CMMI appraisals will find a place in every organization that is serious

about process improvement. The keys to success are education, preparation, and pre-worfk.

tarting with the Appraisal Requirements

for Capability Maturity Model®
(CMM®) Integration™ (CMMI*™) (ARC)
Version 1.0 [1], the authors of the CMMI
product suite laid out the requirements for
three classes of appraisal methods. This is
important because it recognizes that an
organization can get benefits from internal
appraisals at various levels of resource
expenditures.

Of course this has always been true,
but the ARC formalizes the three
classes by mapping requirements to
them, which provides a consistency and
standardization that has not been avail-
able with any of the CMMI predecessor
models. It also allows organizations the
freedom to develop an appraisal

methodology that works best for their

organization, and once mapped to the
ARC appraisal classes, the results of any
appraisal can be easily benchmarked
against other appraisals from the same
class.

Comparing the Different

Appraisal Classes
The characteristics of the CMMI appraisal
classes ate summarized in Table 1 (see
page 8). Class A describes a full appraisal,
usually performed by a team of six to 10
people, primarily drawn from inside the
organization being appraised. A class A
appraisal is expected to be the most accu-
rate, designed to maximize buy-in from the
appraisal participants, and leaves the
organization with the best understanding
of issues that need to be fixed and
strengths that should be shared. The
Standard CMMI Appraisal Method for
Process Improvement (SCAMPI)
describes a class A appraisal method [2].
Class B describes a smaller scale
appraisal methodology, sometimes called a
mini-appraisal or a pre-appraisal. A class B
appraisal can be accomplished with a
smaller team of expert appraisers over a
reduced number of days. It can be used as
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a substitute for a full appraisal or to spot-
check the organization between full
appraisals.

Class C describes the least intensive
appraisal methodology, sometimes called a
micro-appraisal or questionnaire-based
appraisal. A class C appraisal can be used
to get a rough idea of the current state of
the practice within an organization.

o An organization
can undoubtedly benefit
rom each of the types

# “of appraisal methods,

and will probably
develop an apprai
tool kit that co ta%ﬁs
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The length of time needed to complete
an appraisal can be significantly more for a
class A appraisal than for a class B or C
appraisal. Many factors contribute to the
time needed to complete an appraisal.
Some examples are the size and complexi-
ty of the organization, the number of
process areas and capability levels or matu-
rity levels covered, the size of the apprais-
al team, the training and experience level of
the appraisal team, and the amount and
rigor of evidence review.

The goal for completing the on-site
portion of a full class A or SCAMPI
appraisal is roughly two weeks. The major-
ity of this time will be spent gathering and
evaluating evidence to determine appropri-
ate coverage of the model’s practices. A
rough estimate for a class B appraisal is
one week. This may be accomplished
through less rigorous evidence collection
and review, perhaps by relying more on

interviews or “spot checking” for practice
compliance. Class C appraisals may be only
hours long and are likely to be based on
questions and answers, with little examina-
tion of evidence.

Another difference between appraisal
classes is the expected training or experi-
ence level of the lead appraiser. As with
the Software CMM lead appraisers in the
past, the Software Engineering Institute
(SEI) is responsible for training and
authorizing lead appraisers for SCAMPI
appraisals for the CMMI. This does not
mean that others can not lead an appraisal,
only that if you want or need “official”

appraisal results you must use a SEI

authorized SCAMPI lead appraiser.
There are no plans currently to

authorize appraisers for class B or C

lead appraisers. It is up to the individ-
ual organization planning an appraisal to
determine the qualifications needed by the
lead appraiser to meet the needs of the
organization’s appraisal.

Using an Appraisal Tool Kit

An organization can undoubtedly benefit

from each of the types of appraisal meth-

ods, and will probably develop an apprais-
al tool kit that contains aspects of all three.

For example, an organization may develop

the following:

* A questionnaire or checklist (class C) to
be used quarterly to “remind” every-
one of the processes that should be
followed.

* A mini-appraisal (class B) that will be
performed internally every year to
determine the current state of the
practice.

* A full appraisal (class A) that will be
performed by an outside source every
two to three years or as needed for
contract procurement.

The combination of these three classes

will allow each organization to customize

its appraisals to best meet its process
improvement needs.
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Capability Maturity Model Integration

strengths and
weaknesses for each
PA investigated,
robustness of method
with consistent,
repeatable results;
provides objective
view; option of ISO
15504 conformance.

Characteristics Class A Class B Class C
Usage Mode 1. Rigorous and in- 1. Initial (first time). 1. Quick-look.
depth investigation |[2. Incremental 2. Incremental.
of process(es). (partial).
2. Basis for 3. Self appraisal.
improvement
activities.
Advantages Thorough coverage; | Organization gains Inexpensive, short

insight into own
capability; provides a
starting point, or
focuses on areas that
need most attention;
promotes buy-in.

duration, rapid
feedback.

Disadvantages Demands significant

resources.

Does not emphasize
depth of coverage
and rigor, and cannot
be used for level

Provides less buy-in
and ownership of
results, not enough
depth to fine tune

appraisal team

rating. process improvement
plans.
Sponsor Senior manager of Any manager Any internal
organizational unit. sponsoring a SPI manager.
program.
Team Size 4-10 people plus an 1-6 people plus an 1-2 people plus an

appraisal team appraisal team

Requirements

leader. leader. leader.
Team Qualification | Experienced. Moderately Moderately
experienced. experienced.
Appraisal Team Lead appraiser. Lead appraiser or Person trained in
Leader person experienced method.

in method.

Team Composition | External and internal.

External or internal. External or internal.

Table 1: Characteristics of CMMI Appraisal Classes [1]

Reducing Appraisal Pain
Preparation for the appraisal always plays a
big part in its success. As with all of the
predecessors to CMMI, the definition of
the scope of the organization is probably
the one decision that most affects the time
to complete the appraisal itself. Since
CMMI can be used to evaluate the activi-
ties associated with systems engineering,
software engineering, integrated product
and process development (IPPD), and
acquisition, be aware that the broader the
scope of the organization the more people
will be involved in the scope of the
appraisal. A broader organization, or an
organization now looking at including
more “disciplines,” takes more time to
appraise. This has always been true, but
many appraisal sponsors may not be aware
of the obvious correlation.

Another way to lessen the pain of an
appraisal is to shift as much work as possi-
ble away from the “on-site” portion of the
appraisal and complete it beforehand.
There are many variations of this.
Suggestions for appraisal pre-work include
mapping the organization’s processes to
CMMI, gathering and/or reviewing evi-
dence, distributing and completing CMMI-
based questionnaires, and developing inter-
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view questions for use during the appraisal.
The better the data your appraisal team
starts with, the less time it will take the
team to complete.

Probably the biggest contributor to the
success of your CMMI appraisal will be in
providing your appraisal participants with
the proper level of education, especially if
they have some preconceived notions
based on the use of predecessor models.
The appraisal sponsors need to have realis-
tic expectations concerning the scope of
the organization, the number of appraisal
participants and their areas of expertise,
and the use of each of the appraisal class-
es. The appraisal team and the supporting
staff responsible for the appraisal pre-
work need to understand the CMMI, the
requirements and methodology for the
appropriate class of appraisal, and how to
map or translate the work being performed
in the organization to the CMMI. The
remainder of the appraisal participants
most likely will not need any special CMMI
training;

Conclusion

Thorough planning and pre-work of a
CMMI appraisal may be more important
than ever before, especially if your organi-

zation is planning to broaden its definition
of organization or include additional disci-
plines and activities. Setting expectations,
educating participants, and mapping termi-
nology ate key to the success of an
appraisal. Developing an appraisal tool kit,
including the different appraisal classes will
allow your organization to meet its process
improvement needs in an efficient and
effective manner.[]
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