eSourcing Capability Model (escmSM)for IT-enabled Service Providers v1.1Elaine B. Hyder, Bennet Kumar, Vivek Mahendra,Jane Siegel, Keith M. Heston, Rajesh Gupta,Habeeb Mahaboob, Palanivelrajan SubramanianOctober 21, 2002CMU-CS-02-155School of Computer ScienceCarnegie Mellon UniversityPittsburgh, PA 15213-3890AbstractOrganizations are increasingly delegating their information technology (IT) intensive business activities toexternal service providers, taking advantage of the rapid evolution of the global telecommunicationsinfrastructure. The business processes being outsourced range from routine and non-critical tasks, whichare resource intensive and operational, to strategic processes that directly impact revenues. IT-enabledsourcing services include IT-intensive business processes, projects, and tasks that use informationtechnology as an enabler for designing services, coordinating service deployment, and deliveringservices. Managing and meeting client expectations is a major challenge in IT-enabled sourcing servicesand examples of failure abound. Failures typically happen throughout the sourcing process, i.e., duringrequirements specification, contract execution or service completion.The eSourcing Capability Model ( escmSM ) contains a set of 93 best practices that address the entiresourcing process, and seeks to aid IT-enabled sourcing service providers in forming, managing andimproving sourcing relationships. Each practice in the scm is associated with a capability level. The fivecapability levels in the scm describe an improvement path that progresses from a limited level of capabilityto deliver a service that meets a client�s particular requirements up to the highest level of enhancing valuethrough continuous innovation.Part One of this Technical Report provides an overview of the . To learn more about the practices,see Part Two, which provides detailed descriptions of each practice in the escm.

ii� Copyright 2002, Carnegie Mellon UniversityContributorsTad Hirsch, Ellen Ayoob, and Arie Stavchansky designed the graphics for this technical report. MarkPaulk contributed substantially to modifications and expansion of practice rationales and Dr. Bill Hefleycontributed to improvements in the people-related practices and the model comparison effort. JeffPerdue and Majid Iqbal assisted with updating and refining content from v1.0 to v1.1. Editorial andusability support was provided by Simone Shapiro. The authors received substantial advice aboutmeasurement attributes for the Detailed Practice Descriptions from Dr. Srinivasa Desikan of SatyamComputer Services, Ltd. We also appreciate the work done by K. Madhu, formerly with Satyam Infoway,who helped to develop and pilot test the model and method.AcknowledgementsThis effort was made possible through the assistance of many individuals. First and foremost, theproject�s Technical Advisory Board whose Chair, Raj Reddy provides ongoing guidance to the team.Members who reviewed the concepts and model and method drafts and provided feedback to improvethem are: Paul Byrnes, Integrated System Diagnostics, Bill Curtis, TeraQuest Metrics, Inc., Betty Deimel,Gateway Associates, William McEvily, Graduate School of Industrial Administration, Carnegie Mellon,Mark Paulk, Software Engineering Institute (SEI) at Carnegie Mellon University, Ronald A. Radice,Software Technology Transition, Prabhuu Sinha and K. Thiagarajan, Satyam Computers Limited, andR.U. Srinivas, formerly with Satyam Infoway, Ltd. We also received useful feedback from Shari Dove ofAccenture, Subrata Guha of Satyam Computers Ltd., as well as from workshop participants from DeloitteConsulting, IBM Global Services, the Software Engineering Institute (SEI), and PWC Global Services.We also acknowledge assistance with People-Capability Maturity Model (CMM) mapping and review ofversion 1.0 by Sally Miller and Bill Hefley of SEI. Special thanks go to the organizations where we pilottested the Method: AllSec, Ciber, First Consulting Group, and others. We want to thank all theindividuals who submitted change requests, including Steven Gaiser of Accenture. Finally, this work wasenabled by our research and administrative staff, especially Elise Nawrocki and Ava Cruse.Keywords: service provider�s model, quality models and systems, capability models, business processoutsourcing, IT-enabled outsourcing services, IT-enabled services, outsourcing, outsourcing models,sourcing, eSourcing Capability Models, benchmarking.

� Copyright 2002, Carnegie Mellon UniversityiiiTable of ContentsPreface...........................................................................................................................1Executive Summary......................................................................................................4Part One: Overview of escm..........................................................................................11Introduction.................................................................................................................11IT-enabled sourcing Services - Background............................................................15The Extended Enterprise15Sourcing Contexts and Relationships17IT-enabled Sourcing Services22Development of the eSourcing Capability Model - escm............................................26Intent of the escm26Approach to Model Development27Modeling IT-enabled Sourcing Service Provider Capabilities29Capability vs. Maturity Modeling32An Analysis of Quality Models and Their Applicability to IT-enabled SourcingServices33The eSourcing Capability Model - escm.......................................................................38Guiding Principles for the escm38The escm Framework40The escm Practices........................................................................................................52Institutionalization Practices57escm - Methods to Determine a Service Provider�s Capability..................................59Summary......................................................................................................................64Part Two: Detailed Practice Descriptions.................................................................67Introduction.................................................................................................................67Types of Practices......................................................................................................67Policy Practices67Procedure Practices68Guideline Practices68Other Practices69Understanding the Practices......................................................................................70 ii� Copyright 2002, Carnegie Mellon UniversityPractice Structure70Practice Template73Relationships between Practices77Institutionalization of Practices78Future Work on Practices...........................................................................................80Additional Practices80Attributes to Measure80escm Practices.............................................................................................................81escm Practice Details.....................................................................................................83References.................................................................................................................279Glossary.....................................................................................................................283Appendix A................................................................................................................291Comparison of Coverage with other Quality Models291Appendix B................................................................................................................293Practices by Capability Levels and Phases293Appendix C................................................................................................................305Relationship of escm Practices, Version 1.0 to Version 1.1305List of Figures and TablesFigure 1: Overview of escm Phases, Elements, and Capability Levels...............................6Figure 2: Graphic depiction of sourcing relationships...................................................19Figure 3: Examples of services being sourced..............................................................25Figure 4: Comparative Model Coverage........................................................................36Figure 5: Overview of escm Phases, Elements, and Capability Levels.............................40Figure 6: escm Framework: Phases and Elements.........................................................41Figure 7: Distribution of Practices.................................................................................51Table 1: Practices Listed by Element...........................................................................53Table 1: Practices Listed by Element (continued)........................................................54Table 1: Practices Listed by Element (continued)........................................................55Table 1: Practices Listed by Element (continued)........................................................56Table 2: Institutionalization Practices in the escm...........................................................58

� Copyright 2002, Carnegie Mellon UniversityiiiTable 3: Capability Determination Methods..................................................................60Figure 8: Overview of the Evaluation for Certification Process.....................................62Figure 9: Practice Detail...............................................................................................72Table 4: Practice Templates.........................................................................................73Table 5: Types of Relationships between Practices.....................................................77Table 6: Practices by Organizational Element..............................................................81 ii� Copyright 2002, Carnegie Mellon University

� Copyright 2002, Carnegie Mellon University1PrefaceThis is a technical report on the eSourcing Capability Model (escm) v1.1 for ServiceProviders developed at Carnegie Mellon University.1 Carnegie Mellon has a strongresearch track record in quality modeling, including the Capability Maturity Model forSoftware (SW-CMM) [Paulk 95], People (P-CMM¤) [Curtis 01], Software Acquisition(SA-CMM¤) [Ferguson 96], and CMM IntegrationSM (CMMISM) [CMMI 02]2, eCommerceCapability and eBusiness Maturity Model3 (eMM), and business management models4.In November 2001, the Information Technology Services Qualification Center (ITsqc)within Carnegie Mellon�s5 Institute for Software Research, International (ISRI) in theSchool of Computer Science, released v1.0 of the . The mission of the ITsqc is toaddress the emerging need for capability models and qualification methods, includingcertification, for organizations involved in the evolving global services economy.The eSourcing Capability Model was developed to provide IT-enabled sourcingservice providers6 with a reference model and capability determination methods toimprove their capability to consistently deliver high-quality services in the networkedeconomy. The model and methods will aid service providers in establishing, managing,and continually improving relationships with clients. Additionally, the will give clientsa means to consistently evaluate multiple service providers.In the development of this Capability Model, Carnegie Mellon is creating an sqcconsortium of leading international corporations. Satyam Computer Services Limited,7 1 A client-side model for IT-enabled outsourcing will be forthcoming in 2Q2003.2 Developed by Software Engineering Institute (SEI) at Carnegie Mellon University.3 Developed by the Graduate School of Industrial Administration (GSIA) withPricewaterhouseCoopers (PWC).4 GSIA5 www.cmu.edu6 IT-enabled sourcing services are those services that use information technology as an enablerfor performing activities that include developing service designs, coordinating service deployment, anddelivering services. Sourcing includes outsourcing but covers a broader range of relationships thantraditional outsourcing, including in-sourcing.7 (NYSE: SAY), www.satyam.com

14� Copyright 2002, Carnegie Mellon Universityis the founding member in the global consortium for the escm effort, Accenture8 is acontributing member, and IBM Global Services is a principal member. Two additionalorganizations are finalizing relationships with ITsqc at this time.This document consists of an Executive Summary, followed by Parts One andTwo of the document.Part One is Overview of the escm, comprised of seven sections:1.An introduction to IT-enabled sourcing and the need for a capability model toaddress its specific issues2.Background information about sourcing and business opportunities in the IT-enabled sourcing service sector3.A detailed description of the intent and development approach, includingcritical issues in modeling and assessing IT-enabled sourcing servicecapabilities, and a brief analysis of related process and system quality models4.escm guiding principles, framework, and Capability Levels5.An introduction to the escm Practices6.A short description of the methods used for capability determination7.A summary of the Model OverviewPart Two presents the Detailed Practice Descriptions and is comprised of fivesections:1.An introduction to the detailed Practice descriptions for the model2.Explanatory text about Types of Practices3.A description of Understanding of the Practices4.A brief description of Future Work on Practices5.Detailed descriptions of each of the PracticesReferences about sourcing and the Glossary of terms used in this document areprovided at the end of Part Two. The Glossary is followed by three Appendices.Appendix A is a detailed matrix showing comparative coverage between the other major quality models. Appendix B provides a view of the Practices by Phase and 8 (NYSE: ACN), www.accenture.com

� Copyright 2002, Carnegie Mellon University1Capability Levels. The document ends with Appendix C, which presents a comparisonof the Practices in v1.0 and v1.1 of escm.

14� Copyright 2002, Carnegie Mellon UniversityExecutive SummarySourcing Business ContextDriven by increasing competitive pressures over the last few years, organizationshave been delegating one or more of their information technology (IT) intensivebusiness activities to an external service provider. In spite of reported problems, morethan 30% of the organizations that have already outsourced one business process wereactively searching for additional outsourcing opportunities in other areas [Dun &Bradstreet 02]. About 93% of 300 companies recently surveyed by The ConferenceBoard were actively outsourcing [The Conference Board 02].The business processes being outsourced range from routine and noncriticaltasks, which are resource intensive and operational in nature, to strategic processesthat directly impact revenues. The rapid evolution of the global telecommunicationsinfrastructure, and the increasing availability of bandwidth, has facilitated the design anddelivery of sourcing services from geographically distributed locations. Sourcing serviceproviders can now support multiple global sourcing relationships, providing significantcost and quality benefits to their clients.Recent estimates and forecasts suggest a growing market for outsourcingservices worldwide. According to a recently published International Data Corporationreport, the worldwide market for information systems outsourcing is expected to grow to$110 billion by 2006 [IDC 02a]. According to the Gartner Group, worldwide spending onbusiness process outsourcing may reach $172 billion by 2003 [Gartner Group 02].Forrester Research estimates that just the U.S. market for technology and businessprocess outsourcing could reach $226 billion by 2006 [Forrester Research 02]. Someexamples of IT-enabled sourcing services are remote customer interaction, data centermanagement, application service providers, content management, and humanresources (benefits, payroll, etc.). These services are provided to different marketsectors such as healthcare, finance, and consumables.

� Copyright 2002, Carnegie Mellon University1Managing and meeting client expectations is a major challenge in IT-enabledsourcing services, where the nature of the services themselves, and the rapid changesin technology and tools, introduce an additional level of complexity. Examples offailures in sourcing relationships abound. A Booz Allen Hamilton 2001 BusinessProcess Outsourcing (BPO) Survey of 100 U.S. companies found that there were manyimpediments being encountered by outsourcing clients [Booz 01]. Prominent amongthese were, weak control of cost/performance data, excessive standardization on part ofthe service provider, and unresponsiveness to changing business needs.Over each of the four years in Dun & Bradstreet�s Barometer ofGlobal Outsourcing, companies have reported that between 20%and 25% of all outsourcing relationships fail in any two-year period.Half of the relationships will fail within five years. The reasons citedfor failure are remarkably similar across all types of relationships.Nearly 70% of the respondents note that the outsourcing supplier�didn’t understand what they were supposed to do� and �the costwas too high and they provided poor service.� [Ozanne 00]ITsqc Capability Modeling and CertificationSourcing �is an arrangement in which one company provides services for anothercompany that could also be, or usually have been, provided in-house.� [TechTarget.com01] The concept of sourcing is not new. However, the frequently changing nature of IT-enabled sourcing services, and the need for keeping up with emerging technologies andexpertise, introduce a higher level of complexity for service providers and present risksfor clients. The growing need to help clients determine a service provider�s capability ledto the creation of the Information Technology Services Qualification Center (sqc). sqcis part of Carnegie Mellon�s Institute for Software Research International (ISRI) in theSchool of Computer Science. The mission of the ITsqc is to address the emerging needfor capability models and qualification methods, including certification, for organizationsinvolved in the evolving global services economy. The ITsqc is developing four relatedcapability-modeling efforts.1.eSourcing Capability Model (escm) for Service Providers2.eSourcing Capability Model (escm) for Clients

14� Copyright 2002, Carnegie Mellon University3.eCommerce Capability Model (eccm)4.eSecurity Capability ModelThis executive summary focuses on the eSourcing Capability Model () forService Providers and its potential value for both clients and service providers.The escm is a �best practices� model. It offers client organizations a means to selectcapable providers who are committed to delivering consistently high quality servicesand developing continually improving relationships. We also expect this model toprovide guidance to service providers so they can more effectively manage IT-enabledsourcing relationships.The escm FrameworkThe escm contains 93 Practices organized into Phases, Organizational Elements,and Capability Levels. This framework is shown in Figure 1 below.Figure 1: Overview of escm Phases, Elements, and Capability Levels.�Œtº»^�|�|�˛�43333333333#œV˘�¸¸¸¸¸`¿¸¸¸¸¸¸¸¸¸¸�………………�=‰k�¿v�h1�D•�Kp>]PK_%^g=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!soIaZ3hd‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘S/bZg=!sod‘’qg‘QZ?;Tr#,iV6lqmBsaS1[%X>’Tr#,MO0!

� Copyright 2002, Carnegie Mellon University1PracticesThe 93 Practices of the escm address the critical capabilities for IT-enabledsourcing service providers. These �best practices� are associated with successfulsourcing relationships.PhasesThe model distinguishes three phases in a sourcing relationship — Precontract,Contract Execution, and Postcontract. The Practices in the escm are defined as beingeither Overall or Phase-specific. Overall Practices are independent of Phase and areapplicable across all phases of the sourcing process. Phase-specific Practices apply toa specific Phase of the sourcing process.Existing standards and models such as the International Standards Organization(ISO 9001) (ISO 9001:2000 02), Baldrige Criteria for Performance Excellence 2002TM[Baldrige 02], and the family of Capability Maturity Models (CMMs) primarily focus onthe execution of a contract. The Practices for escm were developed to be complementaryto, and compatible with, these existing quality models wherever feasible. Like thesemodels, escm also addresses contract activities related to the design and deployment ofservices. In addition, however, the escm asserts that successful sourcing requires a focuson three often overlooked areas: (1) the activities leading to the formation of sourcingrelationships (Precontract), (2) the delivery, transitioning or completion of contractedservices (Postcontract), and (3) the successful management of activities that occurthroughout the sourcing process (Overall). Thus, escm addresses issues critical tosuccess of the sourcing relationship and the entire sourcing process.Organizational ElementsIn addition to attention to Phase-specific issues, successful sourcing requires thecoordinated functioning of the organization across the sourcing process. The escm

14� Copyright 2002, Carnegie Mellon Universityaddresses five Organizational Elements that are critical to successful sourcing:Organizational Management, People, Business Operations, Technology, andKnowledge Management. The Practices in escm are organized by these OrganizationalElements across the Phases of the sourcing process.Capability LevelsThe five Capability Levels of describe an improvement path that clientsshould expect service providers to travel. This path starts from a desire to provide IT-enabled sourcing services, and goes up to the highest level of enhancing value for allengagements through continuous innovation. The five Capability Levels in thisimprovement path are:Capability Level 1 - InitialCapability Level 2 - Performing to meet client requirementsCapability Level 3 - Controlling through measurementCapability Level 4 - Enhancing through innovationCapability Level 5 - Sustaining excellenceFigure 1 shows the relationship of the Phases, Elements, and Capability Levelsin the escm framework.At Capability Level 1, service providers have not implemented all the basic Level2 Practices. They operate without formalized systems and procedures, and even if aprocedure has been specified, it is not always rigorously followed or enforced. Frequentcrises, exceeded budgets and missed schedules are some of the other operationalcharacteristics of such a service provider. Service providers at the Initial Level are oftenunable to effectively address their clients� requirements. Working with theseorganizations carries a high degree of risk and may eventually lead to the defeat of thevery purposes of sourcing: increasing financial benefits or adding business value.At Capability Level 2, a service provider has formalized procedures for capturingrequirements and delivering the service according to commitments made to clients. AtCapability Level 3, such a provider is able to continuously learn from experience, andmeasure and control its activities across multiple client engagements. A service providerat Capability Level 4 is able to proactively respond to changes in the external or internal

� Copyright 2002, Carnegie Mellon University1business environment, in addition to enhancing the capabilities gained at CapabilityLevel 2 and Level 3. A demonstrated ability to enhance value to stakeholders andsustain capabilities at Capability Level 4 for at least two years allows a service providerto achieve Capability Level 5 — Sustaining Excellence.escm — Capability Determination MethodsThe escm is accompanied by two types of capability determination methods: anEvaluation and a Self-appraisal. Each of these can be used either with the entire 93Practices (Full Evaluation for Certification or Self-appraisal) or with a subset set of them(Mini Evaluation or Mini Self-appraisal). All of the Evaluation and the Self-appraisalmethods can be used to identify, analyze, and improve organizational capabilities. Theescm -based Evaluation Method will allow clients to compare multiple potential providerswith respect to the same capabilities, measured in a consistent manner. External agentswho are trained and authorized by Carnegie Mellon will conduct Evaluations forCertification of service providers. For an Evaluation for Certification, after a rigorousreview of the evaluation data, Carnegie Mellon will issue a Certificate of Capability toqualified service providers. The Evaluation Method will aid in the analysis of the serviceproviders� strengths, weaknesses and associated risks by measuring the extent ofimplementation and institutionalization of the Practices defined in the escm. The Self-appraisal method will allow service providers to determine their current capabilities anddefine targets for improvement.A repository of data collected from participating organizations is beingestablished at Carnegie Mellon�s ITsqc. The repository will provide status on state-of-the-art practices in IT-enabled sourcing services, and may provide clients with informationon benchmark capabilities of service providers. It will also be used by ITsqc to makechanges, as necessary, to the escm to reflect the dynamic nature of the sourcing industry.The escm framework and Evaluation for Certification method will be available fromCarnegie Mellon University so that sqc-authorized external agencies may use it todetermine service provider capability prior to the end of 2002. More information and

14� Copyright 2002, Carnegie Mellon Universitydetails on training and on capability determination methods are available at<URL:http://itsqc.srv.cs.cmu.edu>. For information about becoming a member of theconsortium sponsoring this work please contact escm@cs.cmu.edu.

� Copyright 2002, Carnegie Mellon University1Part One: Overview of escmIntroductionThe concept of allocating business activities to an outside organization in order toderive cost and quality benefits is not new to organizations. Outsourcing9 has beenwidely used since the mid-twentieth century. Initially outsourcing was used primarily forthe manufacturing of industrial components, as well as for some non-critical servicessuch as facilities management. Outsourcing in information technology (IT) commencedin the 1960s when organizations commonly used timesharing as a way to manage costsand continued in the 1970s when organizations started to outsource parts of their dataprocessing operations to external service providers, in an effort to achieve significantcost savings. The 1980s and 1990s witnessed the establishment of some landmarkoutsourcing agreements, which involved the shifting of entire IT operations to externalservice providers.The rapid globalization of business, and the increased focus on corecompetencies in the late 1980s and the 1990s, also led organizations to extend theconcept of outsourcing to IT-intensive business processes. These business processesincluded information services, logistics, human resource services, financial andpayment services, and customer care. Business process outsourcing is now one of thefastest growing segments worldwide, with revenue forecasts of $172 billion by 2003[Gartner Group 02].More recently, IT-intensive projects and tasks, including engineering services,geographical information systems, multi-media content development, and transcriptionservices are also being increasingly outsourced. The primary drivers for this trend areincreasing competitive pressures, a need to access world-class capabilities, and adesire to share risks. 9Outsourcing �is an arrangement in which one company provides services for another companythat could also be or usually have been provided in-house� [TechTarget.com 01].

14� Copyright 2002, Carnegie Mellon UniversityIT-intensive business processes, projects, and tasks that are being sourced10currently range from routine and non-critical tasks, which are resource intensive andoperational in nature, to strategic processes that directly impact revenues. The rapidevolution of the Internet and the global telecommunications infrastructure has providedorganizations with a choice of service providers located anywhere in the world.Organizations that are sourcing their business processes, projects or tasks areestablishing �extended� business partnerships with service providers, and aretransforming themselves into global enterprises.IT-enabled sourcing services include IT-intensive business processes, projectsand tasks that use information technology as an enabler for designing services,coordinating service deployment, and delivering services. Some of the criticalcharacteristics of IT-enabled sourced services include: Service design and deployment activities that focus on designing the servicedelivery process• Setting-up technology infrastructure• Developing or acquiring required skills• Service delivery that is continuous and repetitive and• Transitioning of service delivery infrastructure, including personnel.Managing and meeting client expectations is a major challenge in IT-enabledsourcing services, where the nature of the services themselves, and the rapid changesin technology and tools, introduce an additional level of complexity. Examples of failuresin sourcing relationships abound. Failures typically happen throughout the sourcingprocess, but are especially prevalent during requirements specification, contractexecution, or service transition [Ketler 99]. The primary reason for failures is lack ofdefined service objectives and inadequate measurement of service-related activitiesused to quantify and report progress.11 10 Sourcing includes outsourcing but covers a broader range of relationships than traditionaloutsourcing, including in-sourcing.11 �There are hidden costs associated with outsourcing, with nearly 40% of the respondents in asurvey indicating that their outsourcing bills are higher than expected. Initial bills exceeded the expectedcost by at least 20% due to a low vendor estimate and/or an honest misunderstanding of the contract�[Ketler 99].

� Copyright 2002, Carnegie Mellon University1According to a Dataquest study, more than half (53%) of all sourcing customersreport having renegotiated a contract, and in nearly one-quarter of these renegotiationsthe original service provider lost the account [Gartner Group 00].Companies have reported that between 20% and 25% of all outsourcingrelationships fail in any two-year period. Half of the relationships will failwithin five years. The reasons cited for failure are remarkably similaracross all types of relationships. Nearly 70% of the respondents note thatthe outsourcing supplier "didn’t understand what they were supposed todo" and "the cost was too high and they provided poor service� accordingto Dun & Bradstreet�s Barometer of Global Outsourcing. [Ozanne 00]In spite of the problems reported by many respondents, clients continue toplan to increase their outsourcing in the years beyond 2000. Over 30% ofthe companies presently outsourcing functions of their businesses areactively engaged in searching for outsourcing opportunities in additionalfunctional areas. [Ozanne 00]The large incidence of failures in sourcing relationships and the continuinggrowth of IT-enabled sourcing services led ITsqc to focus on the effective management ofsourcing relationships and methods to determine and compare the capability of serviceproviders. This eSourcing Capability Model () provides IT-enabled sourcing serviceproviders a framework to improve their capability to deliver consistently high qualityservices and aids them in establishing, managing and continually improvingrelationships with their clients. The intent of the is to present service providers with aset of best practices that help them to effectively manage sourcing relationships, and itpresents clients with a way to evaluate and compare service provider�s capabilities. Theescm achieves this intent by focusing on the critical organizational attributes fororganizational management, people, business operations, technology and knowledgemanagement, and their applicability to the sourcing process. The Practices cover theentire sourcing process including: (1) activities leading to the formation of sourcingrelationships; (2) service design and deployment activities; (3) the delivery andenhancements of sourced services; (4) the transitioning of sourced services back to theclient at contract completion.

14� Copyright 2002, Carnegie Mellon UniversityBy grouping these Practices in increasing levels of capability, the escm describesan improvement path for a service provider. Providers may advance from a minimallevel of delivering services, to the highest level where they are sustaining enhancedvalue to a client through innovation, regardless of the requirements or scope of sourcingefforts. The five Capability Levels that define this path are: Capability Level 1 - Initial,Capability Level 2 - Performing to meet client requirements, Capability Level 3 -Controlling through measurement, Capability Level 4 - Enhancing through innovation,and Capability Level 5 - Sustaining excellence. These Capability Levels are showngraphically in Figure 1, page 6 of this document.As noted in the Executive Summary, the escm is accompanied by multiple Self-appraisal and Evaluation methods to identify, analyze, and improve organizationalcapabilities. The escm -based capability determination methods will allow service providersto find out their current capabilities and define targets for improvement. These methodswill also allow clients to compare multiple potential providers systematically andconsistently. The methods support systematic determination of the extent ofimplementation and institutionalization of escm Practices. These methods will also aid inthe identification of strengths, weaknesses, and associated risks during the formation,management, and expansion of sourcing relationships, both for service providers andtheir clients. A more detailed description of capability determination methods is in PartOne of this document in the section �escm — Methods to Determine a Service Provider�sCapability�, pages 59-63.

� Copyright 2002, Carnegie Mellon University1IT-enabled sourcing Services - BackgroundThe Extended EnterpriseOrganizations that source (hereafter referred to as clients) realize the importanceof concentrating on core competencies,12 and thus are establishing extended businesspartnerships with other organizations. These sourcing relationships look beyondgeographical boundaries to derive cost and quality benefits by forming sourcingrelationships with service and business infrastructure providers (hereafter referred to as�providers�). These providers have as their core competencies the business processes,functions, or specific activities that are sourced by the extended enterprise.According to Peter Drucker, �In 10 to 15 years organizations may be outsourcingall work that is support rather than revenue producing� [Drucker 95] in order to lowertheir overall operating costs and improve service delivery. The strategic factors thatdrive organizations to do sourcing are those that have a direct impact on a company�soverall marketplace position. Strategic factors include:• re-engineering organization-wide to focus on core business functions• increasing employee and management demands for service increasing regulatory and compliance requirements due to organizationsoperating across geographical boundaries• accessing world-class capabilities• sharing risks and• increasing cost pressures.In addition to these strategic factors, there are tactical and transformationalreasons for sourcing as well. Tactical reasons include infusing cash into businessoperations and reducing and controlling operating costs. Transformational reasonsinclude responding to shorter product life cycles, reducing the risk of entering newmarkets, and leapfrogging competitors. 12According to Gary Hamel and C.K. Prahalad, �The key sources of advantage are to be found inmanagement�s ability to consolidate corporate-wide technologies and skills into competencies thatempower individual businesses to adapt quickly to changing opportunities. Thus core competencies arethe collective lessons learned in an organization, especially how to co-ordinate diverse skills and integratemultiple streams of technologies.� [Prahalad 90, p. 81]

14� Copyright 2002, Carnegie Mellon UniversityThe worldwide market for information systems outsourcing alone is expected togrow to $110 billion by 2006 [IDC 02a]. According to an estimate by Forrester Researchin 2002, just the U.S. market for technology and business process outsourcing13 isexpected to reach $226 billion by 2006 [Forrester Research 02]. Worldwide outsourcingof customer care services is expected to reach $86 billion by 2006 from $40 billion in2002, at a compound annual growth rate of 19.8% [IDC 02b]. The worldwide market forlogistics Business Process Outsourcing (BPO) has been estimated to grow to $308billion by 2006 [IDC 02c]. PricewaterhouseCoopers sponsored the Global TopDecision-Makers Study on Business Process Outsourcing in 1999. The studywas a comprehensive report of global trends and developments in BPO.14 Itrevealed that:Nearly two thirds (63%) of the top decision-makers interviewed said theircompanies had outsourced one or more business processes to externalorganizations and, two-thirds (66%) of the executives believed that BPOhelped their companies become more profitable, leading to improvedshareholder value. [Yankelovich Partners 98]According to Dataquest�s [Gartner Group 00] 1999-2004 market forecast forBPO, the BPO market is experiencing record growth. The report states that:Worldwide, BPO services15 are expected to grow from $207.7 billion in1999 to $543.5 billion in 2004, with a Compounded Annual Growth Rate(CAGR) of 21.2 percent. At present, Logistics, Human Resource andFinancial/payment services contributes the largest portion of the BPOmarket. Sales, marketing and customer care (which includes database andcustomer analysis, telesales/telemarketing, customer care, web sales andweb marketing, others), and finance and accounting have been identified,as high potential areas for being outsourced by 2004. [Gartner Group 00] 13Dataquest defines BPO as �the delegation of one or more IT-intensive business processes to anexternal provider that, in turn, owns, administrates and manages the selected process/processes, basedupon defined and measurable performance metrics.� [Gartner Group 00]14The study was conducted by the market research firm, Yankelovich Partners, which interviewedsenior executives at 304 of the world’s largest companies in 14 countries [Yankelovich Partners 98].15�Not including manufacturing services, the BPO market is valued at $106.7 billion in 1999,growing at a 23.1 percent annual growth rate, and is expected to reach $301 billion in 2004.� [GartnerGroup 00]

� Copyright 2002, Carnegie Mellon University1Sourcing Contexts and RelationshipsSourcing relationships can be grouped into three broad contexts based on theanalysis of what activity or group of activities is being sourced by a client. These areprocess sourcing, project sourcing, and task sourcing. Process sourcing — an entire business process of the client is sourced andthe control of the process is transferred to the provider. For example, payrollsourcing may involve the complex stage of transitioning the entire processincluding resources such as computers, personnel, software applications,etc., to a provider. Project sourcing — a subset of activities in a business process of a client(e.g., installing IT infrastructure, new product design, software developmentfor specific applications) may be sourced to a provider, while the client retainscontrol of the business process. A project has a definite end-date that istypically the date of delivery of the required service. Task sourcing — a task within a business process of a client or a project issourced to a provider when the demand for the task is intermittent; the taskdoes not warrant allocation of internal resources by the client, or there isunplanned high demand for the task that cannot be met by the client�s internalresources. Some examples of tasks include training or transcription services.The rapid evolution of the Internet and the increasing availability of bandwidthhave facilitated the formation of extended enterprises. In the networked economy,organizations may be located at geographically dispersed locations. As a result serviceproviders can now serve multiple sourcing relationships, leading to significant cost andquality benefits to clients. This ability to extend past geographical boundaries hascontributed to the growth of IT-enabled sourcing services. The following are examplesof different sourcing relationships.• Traditional — One service provider and one client. — Two service providers working together to fulfill an agreementfor a client. Often, one of these providers is in-house and the other is externalto the client. — One client sourcing services to multiple organizations. Eachservice provider is managed separately by the same client. Alliance — A collaborative arrangement where multiple service providers worktogether to serve one or more clients. Often, one of the service providers hasa primary role in interfacing with the client on behalf of the alliance. Joint Venture — The client and one or more service providers go into a jointbusiness venture, a partnership.

14� Copyright 2002, Carnegie Mellon University In-sourcing — A sourcing relationship where a group within the clientorganization is selected to provide service, but is largely managed as aseparate entity.We use the term sourcing to refer to any and all of the above types of relationships.Figure 2 provides a graphic depiction of these sourcing relationships.

� Copyright 2002, Carnegie Mellon University1Figure 2: Graphic depiction of sourcing relationships. Traditional Outsourcing Service Provider

Client Co-Sourcing Service Provider Client Service Provider

Multi-Sourcing Client Service Provider Service Provider

Service Provider

Alliance

Service Provider Service Provider

Joint Venture Client

Client Service Provider Service Provider

Client

Service Provider

In Sourcing Client/Service Provider

14� Copyright 2002, Carnegie Mellon UniversityThe following are examples from recent press releases of the different, andsignificant, sourcing relationships.TraditionalCap-Gemini Ernst & Young (CGE&Y) signed a 10-year outsourcing contractwith Hydro One to provide Enterprise Technology Services, Human ResourcesPayroll, Supply Chain, Customer Service Operations and Settlements, andAccounting services. This included transition of 900 people to CGE&Y.16Co-sourcingAT&T and Accenture signed a 5-year, $2.6 billion co-sourcing agreement.Each company will share in management, staffing, technology, and culture ofthe operation. AT&T will continue to be responsible for establishing strategicbusiness direction, defining market strategies, and designing product offerings.Accenture will be responsible for new technology development and ongoingmanagement direction for the transformation of AT&T Consumer long distancesales and customer care operation.17Multi-sourcingBP decided to protect themselves from vulnerabilities of using just one serviceprovider for their IT functions. To avoid the risks of escalating fees andinflexible services, they hired three separate providers and put them under anumbrella contract so they had to work together, but were managed by theclient.18 16 PRNewswire, February 13, 200217 Accenture, Press Release, January 15, 200218 Research Paper Relationships in IT Outsourcing: A Stakeholder Perspective. Mary Lacity andLeslie Willcocks, Templeton College, February 2000.

� Copyright 2002, Carnegie Mellon University1AlliancePWC is part of an alliance led by healthcare IT provider McKesson to roll out asingle payroll and human resources system for the U.K. National HealthService. The Department of Health (DoH) has agreed to a 10-year, $461.5million deal, through which it expects to save $568 million. The system will bebased on Oracle�s HR application, running on IBM p690 Unix servers. TheNHS currently uses 38 different HR systems and 29 different payrollapplications for its one million staff.19Joint VentureCanada Post has selected CGI Group to create a jointly owned IT servicescompany. The new firm will provide IT services, including e-businesssolutions, to the Canada Post group of companies, including Purolator CourierLimited and Progistix Solutions, and other postal organizations worldwide.Annual revenue of the newly created firm is expected to be over $127.5million.20In-sourcingFor LSI Logic, it’s a question of whether its business and IT units are as closeas they should be. "The linkage between technology and business processesis so tight that when you outsource, somehow you get dysfunctional," saysLam Truong, CIO for the Milpitas, Calif., chipmaker. LSI cut short a five-yeardeal with IBM Global Services and is rehiring IS staff to implement corebusiness processes.21 19 Nelson-Hall, December 20, 200120 PR Newswire, September 12, 200121 PR Newswire, September 3, 2002

14� Copyright 2002, Carnegie Mellon UniversityIT-enabled Sourcing ServicesIT-enabled sourcing services are those services that use information technologyas an enabler for performing activities that include developing service designs,coordinating service deployment, and delivering services. These services are IT-intensive in nature and may be provided remotely, using telecommunication or datanetworks.Market sectors where we expect the greatest growth and where we havedetermined the escm will pertain include:• Banking and Finance• Consumer Goods• Health Care• Hospitality• Manufacturing• Telecommunications• UtilitiesSome of the unique characteristics of IT-enabled sourcing services are: Service design and deployment activities that focus on designing the deliveryprocess, setting up a technology infrastructure, and preparing for skillsrequired Potential transitioning of the service delivery infrastructure, includingpersonnel, from the client to the service provider prior to commencement ofservice delivery A service delivery phase which is longest in duration and is typicallycontinuous and repetitive and The return of resources (people, technology, and knowledge) to a client ortheir designee when a sourcing engagement is completed.Several years ago, McKinsey & Co. predicted tremendous growth in the provisionof IT-enabled services over the next two decades, with an increasing number ofservices using information technology as an enabler [McKinsey 99]. More recently,Gartner Dataquest�s forecasts for business process outsourcing show that worldwidemarkets for IT services will continue to show strong growth through 2004. Of the total ITservices market worldwide, opportunities for outsourcing are expected to grow at more

� Copyright 2002, Carnegie Mellon University1than 19 percent compounded annual growth rate through 2004 to reach $787.9 billionfrom $323.6 billion in 1999. [Gartner Group 01]Important IT-enabled sourcing services based on market potential are [GartnerGroup 01, McKinsey 99]: Customer care (including call center outsourcing, fulfillment centeroutsourcing, e-support centers) Data capture, integration and analysis services (including data processing,data warehousing and data mining) Engineering services (including engineering design, architectural design,product design, geographical information systems) Human resource services (including back office operations and strategic HRfunction outsourcing) Information Systems outsourcing (including hardware/software maintenance,application development, network management) Multimedia and animation services (including content development, contentmanagement, web-sites, animation films) Transcription services (including medical and legal transcription services, andlegal database services)Examples of each type of service and recent, significant sourcing arrangementsfrom recent press releases include:Customer Care ServicesPercepta has signed a multi-year agreement with PRIMUS Financial Services, adivision of Ford Credit to provide support for PRIMUS� customer inquiries regardsloan terms, payoff quotes, payment arrangements and account maintenance.22Data Capture, Integration, and Analysis ServicesWebclippings.com hired Digital Outsourcing Services to collect data from 16,000websites and to compile 8 data fields into a master spreadsheet.23Engineering ServicesDowner EDI Limited announced that its Mining division, Roche Mining, hassigned a long-term contract with Wambo Mining Corporation Pty Ltd. Theservices agreement is valued at $300 million over six years.24 22 PR Newswire, January 7, 200223 See www.digitaloutsource.com for case studies.24 Downer EDI Press Release, November 30, 2001

14� Copyright 2002, Carnegie Mellon UniversityHuman Resource ServicesIn a deal worth $700 million over 10 years, Exult will handle all U.S.-basedpayroll, the HR call center, HR information systems and support, employee data,and records management for Prudential Financials 47,000 employees.25Information Systems OutsourcingAccenture and Avasta announced that Golden State Vintners, a business-to-business supplier of wines and winemaking services, has chosen thesecompanies to outsource their information technology capabilities.26Multimedia and Animation ServicesNexusCore is an audio/visual and multimedia outsourcing company that providesgraphics, sound engineering, web design, and logo generation.27Transcription ServicesA Wall Street company hired Digital Outsourcing Services to transcribe quarterlyreports, stockholder meetings, and corporate conference calls for publishing onthe Internet in Q&A form.28Figure 3 shows some examples of the different types of services than can besourced. The inner circle includes examples of traditional IT sourcing services.The middle circle, which encompasses the inner circle and its services, includesexamples of IT-enabled sourcing of services. The only types of sourcingservices in Figure 3 that are not included in IT-enabled sourcing are the moretraditional services of the outer ring, which do not currently use IT to eitherdesign or deliver their services. 25 Exult Press Release, January 17, 200226 Accenture, Press Release, March 5, 200227 www.campaigncreations.com28 See www.digitaloutsource.com for case studies.

� Copyright 2002, Carnegie Mellon University1Figure 3: Examples of services being sourced.A major challenge for developers is to design the model so it is applicableand effective for use in all of these services and market sectors. To date, six pilotevaluations have been conducted in the banking and finance, healthcare andutilities market sectors. The pilots covered five services areas includingapplications management, customer care (call centers), engineering services,and information systems outsourcing. The model�s efficacy will continue to beempirically tested over the next three to five years.Data center supportDesktop maintenanceApplications managementApplication Service Provider (ASP)Telecommunications network support

Sourcing

Janitorial servicesTransportationLinen servicesCustomer careMedical/legal transcriptionData capture, integration &

Human

resources

Engineering

services

Purchasing

Call

Center IT - enabled

sourcing

IT sourcingData center supportDesktop maintenanceApplications managementApplication Service Provider (ASP)

network support

Data center supportDesktop maintenanceApplications managementApplication Service Provider (ASP)Telecommunications network support

Sourcing

Janitorial services

servicesMedical/legal transcriptionData capture, integration & analysisHuman

resources

Engineering

services

Purchasing

Call

Center IT sourcing

IT sourcing

Janitorial servicesTransportationLinen servicesMedical/legal transcriptionData capture, integration & analysisHuman

services

Purchasing

Call

Center IT - enabled

sourcing

IT sourcingData center supportDesktop maintenanceApplications managementApplication Service Provider (ASP)Telecommunications network support

Data center

Desktop maintenanceApplications managementApplication Service Provider (ASP)Telecommunications network support

Janitorial servicesTransportationLinen services

Medical/legal transcriptionData capture, integration &

analysis

Human

resources

Engineering

services

Purchasing

Call

Center IT - Janitorial servicesTransportationLinen servicesCustomer careMedical/legal transcriptionData capture, integration &analysis

Engineering

services

Purchasing

Call

Center IT - enabled

sourcing

supportDesktop maintenanceApplications managementApplication Service Provider (ASP)Telecommunications network support

Janitorial servicesTransportationLinen

transcriptionData capture, integration & analysisHuman

resources

Engineering

services

Purchasing

Call

Center IT - enabled

Janitorial servicesTransportationLinen servicesMedical/legal transcriptionData capture, integration & analysisHumanresources

Engineering

Call

Center IT - enabled

sourcing

14� Copyright 2002, Carnegie Mellon UniversityDevelopment of the eSourcing Capability Model - escmIntent of the escmThe intent of the escm is two-fold: (1) provide clients with an objective means forevaluating the capability of sourcing service providers; (2) provide IT-enabled sourcingservice providers with a set of best practices that will help them to improve theircapabilities across the sourcing process. These best practices cover the OrganizationalElements of Organizational Management, People, Business Operations, Technology,and Knowledge management.The escm is currently a best practices model, but the content and structure of themodel may change over time. Data will continue to be collected from pilots as well asfrom the results of Evaluations for Certification and Self-appraisals. This data willprovide an understanding of issues such as the order in which organizations implementthe Practices and the costs and benefits from using the model. This data, together withthe feedback from users of the model, will be evaluated to determine improvementsneeded for future versions of the escm. In addition to the intents mentioned above, the escmwill: Focus on measuring the capability of an IT-enabled sourcing service providerfor the formation, management and expansion of sourcing relationships Have an overarching goal of client satisfaction across all Phases of thesourcing process Help providers establish and manage continuously improving sourcingrelationships, as well as innovate to meet changing client requirements Ensure the compatibility of the model with other major quality models to avoidduplication of effort Provide multiple appraisal methods for different purposes for both providersand clients including evaluations for certification to differentiate providers Become the preferred resource for best practices and capability determinationmethods for IT-enabled sourcing services. This includes providing arepository of benchmark practices for use by both providers and clients and• Mitigate risk for both clients and service providers.

� Copyright 2002, Carnegie Mellon University1Approach to Model DevelopmentThe following approach was used for the development of the escm framework.1.Existing sourcing practices were documented through an extensive literaturereview [Suresh 01]. Categories for best practices identified during theliterature review include vendor selection, management of relationshipsacross the sourcing process, negotiations, contract management, pricing,measuring performance, and transition and completion of sourcingrelationships.2.Interviews were conducted with clients and service providers to identify criticalissues needing to be addressed by the model. These covered the formation,management, and expansion of sourcing relationships.3.Existing quality models and standards were analyzed to understand theirintent and scope. Their potential applicability to the sourcing process andcritical issues of sourcing were identified.4.A set of guiding principles was evolved to address the critical issues, keepingin mind the unique requirements of IT-enabled sourcing services.5.Phases of the sourcing process were identified (Precontract, ContractExecution, Postcontract) as well as the need for ongoing Practices (Overall).These were used as one dimension of the model.6.Based on the critical issues and the guiding principles, five OrganizationalElements were identified: (1) Organizational Management, (2) People, (3)Business Operations, (4) Technology, and (5) Knowledge Management.They are used as a second dimension of the model. These Elements need towork as a system across the sourcing process to ensure the establishment,management and expansion of sourcing relationships.7.A set of Practices was developed to document the capabilities (roles,responsibilities and resources) for each Organizational Element organized bysourcing Phase. In addition to the three sourcing Phases, there are criticalissues that span the sourcing process. These issues were incorporated into aset of �Overall� Practices into the model. The Overall Practices are ongoingthroughout the sourcing Phases. Where applicable, the Practices arecomplementary to existing quality models and standards (e.g., ISO 9000, SW-CMM, People-CMM, CMMI, and Malcolm Baldrige Criteria for PerformanceExcellence).8.The Practices were then grouped into Capability Levels that provide aconceptual structure for continuously improving organizational performanceand client relationships. The Capability Levels are: Level 1 - Initial, Level 2 -Performing to meet client requirements, Level 3 - Controlling throughmeasurement, Level 4 - Enhancing through innovation, and Level 5 -Sustaining excellence.

14� Copyright 2002, Carnegie Mellon University9.The draft Practices and framework were reviewed and discussed with aTechnical Advisory Board29 in December 2000. Also, the team soughtfeedback from experienced service providers who reviewed and commentedon the Practices and the framework. Their feedback was incorporated and aninitial pilot test of the model and method was conducted at a U.S. call centerthat provided technical product support in the banking and financial sector.10.Pilot testing of the model and evaluation for certification method was done inIndia in a second call center and in an engineering services provider, and inthe U.S. for an IT infrastructure support organization in the healthcaredomain. Results from the four pilot evaluations were used to improve andrefine the model and method.11.The technical advisory board conducted a review of the Executive Summary,Model Overview, and detailed Practice descriptions drafts during their August,2001 meeting. Revisions based on their feedback were incorporated intoeach of the documents.12.An additional briefing and review of the Framework and Practices was doneat an invitational workshop conducted at Carnegie Mellon in Fall 2001.Participants in this workshop confirmed the need for the model and providedinput to improve this material. This led to planning the change controlprocess that began to be used with the release of version 1.0 in November2001.13.Change requests and additional pilot trials with version 1.0 of escm resulted inmodifications to and led to this release of version 1.1 of escm. As part of themodifications, the model was renamed the eSourcing Capability Model fromthe eServices Capability Model. The new model name better reflects the factthat the model focuses on any type of sourcing relationship that uses IT as asignificant enabler, not just on services delivered over a data network.The remainder of this section presents the detailed approach anddevelopment of this capability model for IT-enabled sourcing service providers,including the identification of critical issues across the sourcing process, and ananalysis of the applicability of other quality models. 29 The current technical advisory board is chaired by Dr. Raj Reddy and is comprised of PaulByrnes, Bill Curtis, Betty Deimel, Shari Dove, Bill McEvily, Mark Paulk, Ronald A. Radice, Prabhuu Sinha,K. Thiagarajan, Duncan Wallace, and Jane Siegel, ex-

� Copyright 2002, Carnegie Mellon University1Modeling IT-enabled Sourcing Service Provider CapabilitiesCritical IssuesBased on an extensive review of the literature [Suresh 01] and interviews with IT-enabled sourcing service providers, we found that successful sourcing necessitates afocus on: (1) the activities leading to the formation of sourcing relationships (Precontractactivities); (2) service design and deployment; (3) the delivery and enhancement of thesourced services (Contract Execution activities); and, (4) transitioning outsourcedservices to the client or its designee during contract completion (Postcontract activities).Critical issues were identified that fall into the �Precontract�, �Contract Execution�and �Postcontract� Phases of the sourcing process. In addition, some of these criticalissues, for example management of client relationships and performance measurement,were also found to span these three Phases of the sourcing process.Overall Critical IssuesCritical issues that span the Phases of sourcing process are grouped together asOverall. The Overall critical issues include: Establishing sourcing relationships with clients based on trust, especially inglobal sourcing• Managing client expectations for sourcing Ensuring a positive client experience during face-to-face and remoteinteractions Managing multi-cultural differences, combined with organizational culturaldifferences, that impact the quality of interactions and therefore the overallquality of a sourcing relationship• Ensuring the confidentiality of clients� intellectual property• Managing subcontractor relationships to ensure adherence to service levels• Guarding against breakdowns in communication with the client Developing and maintaining an environment that improves employeesatisfaction, motivation and retention, which is critical to preserving contextualknowledge and ensuring consistency and continuity of service Capturing and transitioning knowledge gained from different sourcingcontexts• Measuring service performance, client satisfaction, and employee satisfaction

14� Copyright 2002, Carnegie Mellon UniversityPrecontract Phase Critical IssuesThe Precontract Phase has an overall objective of understanding clientrequirements and assessing capabilities to meet the requirements, in order to formeffective sourcing relationships. Two major efforts occurring during the PrecontractPhase are: (1) Requirements Management, which covers the exchange of informationand requirements elicitation, with emphasis on formation and management of therelationship; and, (2) Contract Formulation, which covers negotiation and contractfinalization. Critical issues during the Precontract Phase are:• Establishing well-defined contracts, even with strategic partners Differentiating service offerings to allow clients to understand the relativecapabilities of competing organizations Ensuring compliance with statutory requirements, especially in globalsourcing Implementing practices to translate implicit and explicit requirements intodeliverables of defined and desired quality and Innovating, building flexibility, and increasing responsiveness to manageshortening service lifecycles.Contract Execution Phase Critical IssuesThe Contract Execution Phase has an overall objective of translating clientrequirements into deliverables of desired quality through service design, deployment,delivery, and enhancement. Two major efforts in the Contract Execution Phase are: (1)service design and deployment, which covers the designing of services based onspecified requirements and transition and/or deployment of designed service; and (2)service delivery and enhancement, which covers the delivery of the service andimprovements made based on feedback and analysis of performance. Critical issuesduring the Contract Execution Phase are: Improving the understanding of the service design and deployment activitiesand their relationship to the quality of the end service Managing rapid technological shifts and maintaining technology availability,reliability, accessibility and security Reviewing and controlling the service design, deployment and delivery toadhere to desired service levels and

� Copyright 2002, Carnegie Mellon University1 Ensuring visibility into service design, deployment, and delivery for thepurposes of controlling, managing, and reporting.Postcontract Phase Critical IssuesThe Postcontract Phase has an overall objective of learning from contractualexperience and ensuring a positive client experience, even in instances where anengagement is terminated because of irreconcilable issues. The Postcontract Phasecovers a provider�s response to, and management of, contract completion. Criticalissues during the Postcontract Phase are: Implementing management practices to transition services back to the clientthat ensure a positive client experience• Measuring and analyzing reasons for occurrence of a termination• Ensuring against reoccurrence of terminations for cause30 Collecting, analyzing, and transferring knowledge gained from anengagement to the client• Maintaining continuity in sourcing managementThe ability of a service provider to address these critical issues ensures theformation of viable and mutually beneficial sourcing relationships with its clients. This isachieved by coordinated functioning of Organizational Elements across the entiresourcing process.Elements of a Service Provider�s OrganizationThe elements of a service provider�s organization that are critical for the successof sourcing relationships include: (1) organizational management that provides direction,sets objectives, and establishes systems and procedures needed to achieve theseobjectives; (2) personnel policies and procedures, and appropriately skilled people toprovide services; (3) business operations that focus on the design, deployment anddelivery of services; (4) technology infrastructure for service-related and support 30A contract may be terminated early either by the client or the service provider for cause (e.g.,inability to meet service levels, negative impact on client�s business) or for convenience, before theplanned contract completion date.

14� Copyright 2002, Carnegie Mellon Universityactivities; and, (5) organizational knowledge, which is the basis for controllingperformance, organizational learning, and initiating improvements and innovations.Therefore, a model for IT-enabled sourcing services should address these fiveOrganizational Elements across the Precontract, Contract Execution, and PostcontractPhases as well as Overall or ongoing aspects of the sourcing process.Capability vs. Maturity ModelingThe escm has been developed as a capability model, rather than a maturity model.The distinction is an important one in order to understand• the expected use of the model,• what it means for a Practice to be defined at a specific Capability Level, and what it means for a service provider to be certified at a specific CapabilityLevel.The key difference is that while process capability is about predictability of process andoutcomes, process maturity is about the growth in process capability and about buildingon one set of processes to establish another, higher maturity, set of processes. Thefollowing, taken from the CMM for Software, helps illustrate that point.Process capability describes the range of expected results that can be achievedby following a process. The process capability of an organization provides onemeans of predicting the most likely outcomes to be expected from the nextproject the organization undertakes. [Paulk 95, pg. 9]A maturity level is a well-defined evolutionary plateau toward achieving a matureprocess. Each maturity level provides a layer in the foundation for continuousprocess improvement. Each level comprises a set of process goals that, whensatisfied, stabilize an important component of the process. Achieving each levelof the maturity framework establishes a different component in the process,resulting in an increase in the process capability of the organization. [Paulk 95,pg. 15]The fact that the scm is defined as a capability model means that each CapabilityLevel has Practices that, together, define a predictable set of processes and outcomes.An organization at Capability Level 2, for example, is predictably able to meet clientrequirements, provided those requirements do not vary significantly from theorganization�s experience. An organization at Capability Level 3 is predictably able tomeet client requirements and measure and control its activities across multiple client

� Copyright 2002, Carnegie Mellon University1engagements. An organization at Capability Level 4 is predictably able to respond tochanging business environments and deliver innovative services.Since maturity models have well-defined plateaus of process maturity,organizations are expected to implement lower level practices before beginning toimplement higher-level practices. Capability models allow organizations to implementpractices from different levels simultaneously. For instance, an organization using thescm may decide to create a capability baseline, a Level 4 Capability, for its servicedelivery processes before it has implemented all of the Capability Level 2 Practices.The organization may choose to do this for a variety of reasons, including competitivepressures or specific client requirements for demonstrating measurable improvement.The important thing for users of the to recognize is that, since the scm is a capabilitymodel and not a maturity model, it is possible to implement Practices in a higherCapability Level before implementing all Practices in a lower Capability LevelThere is currently not enough empirical data to warrant structuring the escmPractices into a maturity model framework. However, as additional data are gatheredabout how this model is implemented, and which Practices are clear prerequisites toother Practices, the ITsqc may determine that it is appropriate to expand future versionsof the escm into a maturity model framework.An Analysis of Quality Models and Their Applicability to IT-enabledSourcing ServicesTo determine whether a new quality model was needed, and the extent to whichthe existing process and system quality models and standards address the criticalissues in IT-enabled sourcing, a comparative analysis of other quality models andstandards was conducted. This section summarizes this analysis.The development team analyzed the principles and frameworks underlyingthe prevailing process and system quality models and examined their applicability to theidentified issues in IT-enabled sourcing services. The models and standards analyzedincluded: (1) the family of Capability Maturity Models (CMM) developed by theSoftware Engineering Institute, including Software CMM (SW-CMM), People

14� Copyright 2002, Carnegie Mellon UniversityCapability Maturity Model (People CMM), and CMM Integrated (CMMISM) [CMMI 02];(2) the International Organization for Standardization�s (ISO) family of models, includingISO 9000 and ISO 15504 [ISO 15504 98]; (3) the Malcolm Baldrige Criteria forPerformance Excellence; and, (4) Six Sigma31[Six Sigma 00]. Each of these modelsand standards are briefly discussed below.Capability Maturity Model Family of ModelsThe CMM for Software is designed to guide software organizations in performingsoftware process improvement by determining current process maturity and byidentifying the issues most critical to software quality and continuous processimprovement. The Software Acquisition CMM and the People CMM provide guidance tosoftware organizations in managing the acquisition of software intensive systems andmanaging people�s performance and development. The People CMM has been appliedto disciplines other than software.To implement process improvement in all organizational processes such asdevelopment, acquisition and management of people, an organization needs toimplement multiple quality models. The CMM Integration (CMMI) effort addresses theabove issue by integrating multiple discipline-specific process areas into one commonframework. While covering many issues critical to process improvement for softwaredevelopment, the CMM/CMMI models do not address all the processes critical to IT-enabled sourcing services. In particular, these models do not provide completecoverage on the processes that occur prior to finalization of a contract with specifiedrequirements and the processes that occur after services are designed and deployed(e.g., installation, delivering services on a continuous basis), and on Postcontractprocesses. 31 Trademark of Motorola, Inc.

� Copyright 2002, Carnegie Mellon University1The International Organization for Standardization (ISO) Family of QualityManagement ModelsThe ISO 9000:2000 standard specifies requirements for a quality managementsystem where an organization needs to: (1) demonstrate its ability to consistentlyprovide products that meet customer and applicable regulatory requirements; and, (2)address customer satisfaction through the effective application of the system, includingprocesses for continuous improvement and the prevention of nonconformity. The ISO9000 series addresses contracting to the limited extent that the contract should bereviewed by the organization before acceptance. ISO addresses the ContractExecution Phase from a quality management system perspective. However, theactivities and issues critical to IT-enabled sourcing services in the Precontract Phasesand the Postcontract Phases are not addressed explicitly. Interpretations of ISO 9000standards also vary widely depending on the business context.ISO has developed the ISO 15504 in order to address the need for aninternational standard for software process assessment. It is based on processimprovement concepts similar to the CMM family of models and therefore does notaddress all the critical issues in IT-enabled sourcing services.Baldrige Criteria for Performance ExcellenceThe Baldrige Criteria for Performance Excellence 2002 is based on a set ofseven criteria made of core values and concepts that are represented as two triads. TheLeadership triad is comprised of sets of criteria for leadership, strategic planning, andcustomer and market focus. The Business Results triad includes sets of criteria forhuman resource focus, process management, and business results. Both triads arebased on the foundation of information management and analysis. The use of thecriteria for assessing and improving capabilities in the rapidly evolving IT-enabledsourcing service sector is limited since it does not provide specific practices to addressthe critical issues in the various Phases of the sourcing process. Further, the MalcolmBaldrige National Quality Award recognizes performance excellence only fororganizations that are based in the U.S.A.

14� Copyright 2002, Carnegie Mellon UniversitySix SigmaTMThe Six SigmaTM approach provides methods and infrastructure to implementprinciples of Statistical Process Control in order to achieve defect rates of as low as 3.4defects per million opportunities, i.e., achieve a process capability of 6. The approachis primarily aimed at reducing waste in the business processes of an organization, andtakes a project-based view of the organization rather than a system view. Therefore, theSix Sigma approach could be used to improve specific activities within the sourcingprocess.ConclusionIndividually, and as a whole, the existing quality models reviewed do not addressall the issues in a sourcing process. Also, these models do not readily provide methodsto assess capabilities of IT-enabled sourcing service providers to establish, manage,and improve sourcing relationships with clients. These models either emphasize a levelof structure that may interfere with success in a sourcing context, where flexibility andadaptability are important or, are so generic that their interpretation and usage variessignificantly. Figure 4 provides a high-level graphic indication of comparative modelcoverage. A more detailed description of the comparative coverage with escm Practices isshown in Appendix A.Figure 4: Comparative Model Coverage.OverallPrecontractContract ExecutionPostcontracteISO 9001Software CMMCMMIPeople CMMBaldrigeOverall

Precontract

Contract Execution

Postcontract e ISO 9001

Software CMM

CMMI

People CMM

Baldrige

� Copyright 2002, Carnegie Mellon University1The next section discusses the escm guiding principles that were derived from thecritical issues. Also, the model framework and the Capability Levels are documentedand explained.

14� Copyright 2002, Carnegie Mellon UniversityThe eSourcing Capability Model - escm Guiding Principles for the escmSeven principles form the foundation for the Practices defined in the escmframework. These principles evolved based on the critical issues identified and theyaddress the impact of these issues on a service provider�s capability. Use of theseprinciples helps providers to continually improve their performance by focusing onbuilding strong client relationships and addressing all stakeholder needs. Theseprinciples characterize the behavior of capable IT-enabled sourcing service providersand were used as guidance for defining the Practices of the . Each principle, itspurpose, and its interrelationships in IT-enabled sourcing service business aresummarized below. 321. Adopting a systems perspectiveTo effectively achieve organizational goals and objectives providers need toidentify, understand and manage a system of interrelated Organizational Elementsacross the Phases of sourcing. The principle of a systems perspective provides afoundation for the establishment of the other six principles.2. Building confidence and trust with all stakeholdersProviders need to build a culture of openness that instills confidence in theirstakeholders. This promotes the ability to establish and nurture mutually beneficial andtrusting relationships with external stakeholders. Multi-national and organizationalcultural differences between the provider and its clients, and cultural differences withinthe provider may impact the quality of interactions and the overall quality of the sourcingrelationships. Building confidence with stakeholders allows better management of thesecultural differences. Building confidence and trust also facilitates a coordinated servicedesign, deployment and delivery that match well with the users� context and 32 Terms used in this model are defined in the Glossary of this document.

� Copyright 2002, Carnegie Mellon University1requirements. Additionally, building confidence and trust may promote a culture ofinnovation.3. Communicating effectively with all stakeholdersProviders need to communicate effectively with stakeholders. Stakeholdersinclude clients, business partners, subcontractors, vendors, investors, the businessenvironment and employees. Communication is a vital link between the variousOrganizational Elements and it helps enable the achievement of organizationalobjectives through the Elements� coordinated functioning. Open communication fosterssharing of client and end-user related knowledge across the organization.4. Managing by measuringProviders need to manage their organizational operations by identifying andutilizing measures or indicators that best represent the factors that lead to improvedclient, operational and financial performance. Information (facts) forms the basis forunderstanding both the system and procedural performance needed to guideimprovements. Analyzing information generated internally as well as collected fromexternal sources helps in predicting and managing problems.5. Enhancing value to all stakeholdersA provider�s competitive advantage depends on its capability to providecontinually increasing value to its stakeholders. This is achieved by establishing achallenging environment that promotes performance across all Phases of the sourcingprocess.6. Fostering a responsive and innovative cultureProviders need to create value for stakeholders in an ever-changing, highlycompetitive business environment. Providers should be structured so thatresponsiveness to client and business requirements and innovation become a part oftheir culture and daily work.

14� Copyright 2002, Carnegie Mellon University7. Improving continuously and being client-centeredProviders need to retain and increase their customer base by continuallyenhancing their service capability. This is achieved by aligning organizational objectiveswith changing needs of the clients.The escm FrameworkThe escm contains 93 Practices organized into three dimensions: (1) Phases of thesourcing process (Precontract, Contract Execution, and Postcontract); (2)Organizational Elements; and (3) Capability Levels. A schematic of the frameworkis presented in Figure 5. Following this figure is a more detailed explanation of the escmframework, including the Phases, Organizational Elements, and Capability Levels.Figure 5: Overview of escm Phases, Elements, and Capability Levels.PracticesThe 93 of the escm address the critical capabilities for IT-enabledsourcing service providers. Based on the guiding principles, Practices are defined foreach Organizational Element to address the critical issues for IT-enabled sourcing

� Copyright 2002, Carnegie Mellon University1services. In addition, these Practices are grouped into sets that represent the CapabilityLevels of the IT-enabled sourcing service providers. Practices may characterizeimplementing or institutionalizing a particular process.Phases of the escmPractices are defined for as Overall Practices or Phase-specific Practices.Overall Practices span the entire sourcing process, since their applicability is not limitedto a specific Phase. The Overall Practices include implementation andinstitutionalization of: (1) overall organizational direction, policies, procedures, resourceplanning and reviews; (2) personnel management and aspects of personnelmotivation/growth; (3) remediation and preventive actions in business operations; (4)technology management and disaster recovery; and, (5) measurement and analysis forperformance improvement and knowledge sharing. The Phase-specific Practices resideat the intersection of an Organizational Element with a Phase.Figure 6: escm Framework: Phases and Elements

Service Design and DeploymentService Delivery and EnhancementRequirements ManagementContract FormulationTransitionPREContract PhaseContract EXECUTION PhasePOSTContract PhaseOverall PracticesOrganizationalManagementPeopleBusinessOperationsTechnologyKnowledgeManagementOrganizational Elements

14� Copyright 2002, Carnegie Mellon UniversityPrecontract Phase has an objective of understanding client requirements andassessing capabilities to meet the requirements, in order to form sourcing relationships.Two major efforts occur in the Precontract Phase: (1) requirements management and(2) formulation.Requirements Management activities include: Discovery — the exchange of information and requirements between clientsand providers with an emphasis on relationship building and relationshipmanagement and Requirement Specification — the elicitation and documentation of implicit andexplicit client requirements.Contract Formulation activities includes:• Negotiation about deliverables, service levels, pricing, and control points and Contract Finalization — incorporating the outcome of negotiation efforts into aformal contract.Contract Execution Phase has an objective of translating client requirementsinto deliverables of desired quality through service design, deployment, and delivery.Two major efforts occurring in the Contract Execution Phase are: (1) service design anddeployment and (2) service delivery and enhancement.Service Design and Deployment includes: Service design — the service is designed based on specified requirementsand Transition and/or deployment of the designed services either at the client�s orat the provider�s site. The latter situation may involve transition of assetssuch as technology to or from the client.Service Delivery and Enhancement includes:• The service being delivered according to client requirements• Obtaining client feedback and Enhancing the service and its delivery process, as necessary, during thetenure of a service engagement.Postcontract Phase has an objective of learning from contractual experiencesand ensuring a positive client experience even in adverse circumstances. PostcontractTransition efforts include: Contract Completion — occurs due to either premature termination or normalcontract completion (i.e., based on expiration of the contract) and includes the

� Copyright 2002, Carnegie Mellon University1handing over of all contract-related assets to the client. It may be necessaryto maintain service levels during this transition.Organizational Elements in the escmIT-enabled sourcing service providers� operations are comprised ofinterdependent elements. These Organizational Elements are required to function in adynamic environment as a coordinated system across the sourcing process. The addresses five Organizational Elements with respect to their contribution to theformation, management and expansion of sourcing relationships. The OrganizationalElements of the escm, are summarized below:Organizational ManagementOrganizational Management involves coping with a unique set of challenges inthe highly dynamic, and increasingly global, IT-enabled sourcing services business.Leaders need to establish clear organizational objectives and manage achievement ofthose objectives through use of measures, improvement programs, and managementdiscipline. Organizational leadership needs to establish systems for effectivegovernance as well as communication and client relationship management. Roles thatmay be associated with the Organizational Management Element include: visionaryleaders, team builders, and implementers.PeopleThe quality of personnel is a key determinant of service capability and servicequality in the IT-enabled sourcing services business. Knowledge is an important sourceof competitive advantage to a provider and it is manifested through its people. Tomotivate continuous improvement of the workforce, specifically when the members ofthe workforce are not interchangeable, a provider needs to perceive its people asimportant contributors and manage them accordingly. To remain competitive in the faceof rapid technological shifts, leaders need to rapidly develop, and also retain,organizational competencies through development of its people.

14� Copyright 2002, Carnegie Mellon UniversityBusiness OperationsBusiness Operations refers to coordinated working of organizational functionsand resources, people, and technology, for the purpose of delivering a service to aclient. To become a supplier of choice, a provider�s Business Operations must adhere toa specific sequence of steps, with documentation of procedures and requirements,including well-defined measurement and control mechanisms. Well-managedoperations improve client retention and referral rates.TechnologyTechnology plays an important role in the IT-enabled sourcing services businessas an enabler for service design, development and delivery. The quality and availabilityof technology determines a provider�s capability to instill confidence in its clientsregarding service capability, security and reliability. It also helps a provider to providean effective work environment for its personnel.Knowledge ManagementKnowledge management is a function in which a provider consciously andcomprehensively gathers, organizes, refines, analyzes and disseminates its knowledgeto further its objectives. Information and its analysis are critical to effective managementand to establishing a fact-based system for improving provider performance andcompetitiveness.Levels of CapabilityThe five Capability Levels of describe an improvement path that clientsshould expect service providers to travel, from a low level characterized by difficulty indelivering a service that meets client requirements for an engagement, up to the highestlevel of enhancing value for all engagements through continuous, sustained innovation.The five Capability Levels in this improvement path are: Level 1 — Initial, Level 2 —Performing to meet client requirements, Level 3 — Controlling through measurement,Level 4 — Enhancing through innovation, and Level 5 — Sustaining excellence. Figure 5provides a summary view of the Capability Levels.

� Copyright 2002, Carnegie Mellon University1At the Initial Level, service providers generally improvise service delivery and donot have a complete set of management practices in place. Because of the associatedrisk, clients may never achieve expected results from the sourcing effort either in theform of financial benefits or business value. In fact, a sourcing experience with a high-risk service provider could result in higher costs and lost business opportunities for theclient.In contrast, even with a limited level of capability, a service provider hasformalized procedures for capturing requirements and delivering the service accordingto commitments made to clients. With increasing capability such a provider is able tocontinuously learn from experience, measure and control its activities, and proactivelyrespond to changes in the external or internal business environment.For a capable service provider, client satisfaction is a key driver. The provider�sestablished procedures, people, and technology infrastructure are continuouslymonitored, managed and improved, always striving to provide enhanced value toclients. Innovative personnel, the latest technology and a sound understanding of theirclients and end-users are typical characteristics of such service providers. Settingrealistic expectations, completing contracts within budget and on time, and a disciplinedapproach to delivering service are some additional operational characteristics of such aservice provider.The following sections provide an overview of the characteristics of serviceproviders at each of the Levels of Capability specified in the escm.escm Level 1 - InitialAt Capability Level 1, service providers have not implemented all the Level 2Practices. They operate without formalized systems and procedures, and even if aprocedure has been specified, it is not always rigorously followed or enforced. Frequentcrises, exceeded budgets and missed schedules are some of the other operationalcharacteristics of such a service provider. Service providers at the Initial Level are oftenunable to effectively address their clients� requirements. Working with theseorganizations carries a high degree of risk and may eventually lead to the defeat of thevery purposes of sourcing: increasing financial benefits or adding business value.

14� Copyright 2002, Carnegie Mellon UniversityA Level 1 service provider�s senior management may not be exposed to, or doesnot understand, the key problems and issues faced by their own organization. Frequentcrises, exceeded budgets and missed schedules are some of the other operationalcharacteristics of such a provider. Thus, a Level 1 service provider is almost alwaysunable to effectively address its clients� requirements. In rare instances, personnel maydeliver acceptable service as a result of luck or heroics. This Level is included in the escmframework to provide a basis for comparing service provider characteristics at higherCapability Levels. There are no Practices at Capability Level 1.escm Level 2 — Performing to Meet Client RequirementsAt Capability Level 2, a service provider has formalized procedures for capturingrequirements and delivering the service according to commitments made to clients.Providers are able to deliver specific services according to stated client expectations,provided the services do not significantly vary from the provider�s experiences. Thefocus of Capability Level 2 is on achieving required results at the engagement level. ThePractices needed to achieve the set of capabilities for an organization at Level 2 arebased on the following principles of the escm: Adopting a systems perspective to provide a coordinated functioning of theOrganizational Elements in order to deliver services required to meet statedclient requirements. Building confidence and trust with all stakeholders to facilitatecoordinated design, deployment and delivery of service. Communicating effectively with all stakeholders with an emphasis on (1)clear definition of roles and responsibilities of the provider and the client, (2)clarity of communication between the client interaction team and the servicedesign and deployment team, and (3) communication of service expectationsto subcontractors and vendors.Based on the guiding principles, the Organizational Elements work as a systemat Level 2 to achieve the following: Organizational Management Element: establish formal guidance forcontracting and pricing; ensure service continuity through potential disasters;and manage risks specific to client engagements.

� Copyright 2002, Carnegie Mellon University1 People Element develops and provides for personnel competencies neededto meet client requirements; and facilitates the transfers of personnel betweenthe client and service provider. Business Operations Element establishes clear objectives for each clientengagement; facilitates the capture and translation of implicit and explicitrequirements into deliverables of desired quality; builds flexibility intocontracts to address changes in client�s priorities; ensures compliance withapplicable statutory requirements, facilitates the selection development andnurturing of subcontractors or vendors as needed; defines and measuresservice levels; ensures adherence to desired levels of confidentiality andsecurity; addresses transition management issues including effects on peopleand business partners; ensures a positive experience to clients during face-to-face and remote interactions; and tracks and controls changes made toservice components. Technology Element ensures the provision of reliable, accessible, andsecure technology. Knowledge Management Element provides effective and efficient access torequired information and the expertise necessary to deliver committedservices.At Level 2, the service provider is able to systematically capture and understandclient requirements, design and deploy a service to meet the requirements, andsuccessfully deliver the service according to agreed upon service levels. The serviceprovider supports this capability through training and/or acquiring personnel as required;making available necessary infrastructure (including technology) for meeting clientrequirements; and collecting and disseminating information required to control and trackthe service delivery. A provider at Level 2 has a minimum set of capabilities achievedthrough the implementation and institutionalization of 51 Practices that are spreadacross the sourcing Phases in the five Organizational Elements.escm Level 3 — Controlling through MeasurementProviders at Capability Level 3 have implemented all Level 2 and Level 3Practices. Providers at Level 3 are capable of delivering services according to statedclient requirements, even if the required services differ significantly from the provider�sexperience. The focus of Capability Level 3 is on establishing and sharing bestpractices across multiple engagements. The Level 3 Practices build on the Level 2principles, as well as provide an increased emphasis on measurement.

14� Copyright 2002, Carnegie Mellon University Communicating effectively with all stakeholders with an emphasis onsharing client and end-user related knowledge within the provider�sorganization; Building confidence and trust with all stakeholders is facilitated throughefforts to identify and bridge cultural gaps between the provider and itsclients; and, Managing by measuring the performance of the established procedures andpractices, with an emphasis on controlling performance and correctingidentified problems. Improving continuously and being client-centered is achieved by aligningorganizational objectives with changing needs of the clients and continuouslyenhancing service capability.Based on the guiding principles, the five Organizational Elements work as asystem at Capability Level 3 to achieve the following: Organizational Management Element facilitates bridging culturaldifferences; facilitates the use of measures for managing and improvingorganizational performance; defines a systematic approach towards planningand providing adequate resources; facilitates a systematic approach towardsassessing and managing risks across client engagements; and, implements afactual approach to reviewing and verifying the organization�s performance. People Element encourages the formation and functioning of inter-functionalteams during requirements specification and negotiations; facilitatesparticipation of individuals in decision making; objectively appraises andrewards performance of employees and teams; and, provides for a systematicapproach to individual learning for both organizational and careerdevelopment purposes. Business Operations Element facilitates a systematic approach towardspreventing service problems and responding to service failures; formalizesthe service design, deployment and design review procedures; and, ensurescontinuity of service during contract completion. Technology Element facilitates optimization of the technology infrastructureacross client engagements to meet all client requirements efficiently. Knowledge Management Element facilitates internal transitioning oforganizational learning based on previous client engagements and differentsourcing contexts; facilitates reuse of work products as appropriate; gathersand analyzes data on end-users, clients and prospective clients; and,supports factual decision-making to mitigate risks and achieve competitiveadvantage.At Capability Level 3, the service provider is able to objectively measure and

� Copyright 2002, Carnegie Mellon University1engagements; design and deliver services based on established procedures; and verifyits activities. The provider supports this capability through sharing and using knowledgegained from previous engagements; objectively measuring and rewarding personnelperformance; and monitoring and controlling technology infrastructure.Having established systems for forming and managing client relationships,providers at Capability Level 3 continuously aim to improve the services delivered.Improvements are reactive and are typically generated from the defined measurementand verification activities. At Level 3, in addition to the Practices of Level 2, the providerimplements and institutionalizes another 31 Practices that are spread across thesourcing Phases for the five Organizational Elements.escm Level 4 — Enhancing though InnovationProviders at Capability Level 4 have Practices implemented at Levels 2, 3, and 4.Providers at Level 4 are able to continuously enhance their capability to meet evolvingclient requirements. The Practices needed to achieve the set of capabilities for anorganization at Level 4 build on principles covered at Capability Levels 2 and 3, as wellas provide a focus on innovation and improvement: Building confidence and trust with all stakeholders also promotes anenvironment that supports innovation.• Enhancing value to all stakeholders through innovation. Fostering a responsive and innovative culture allows the service providerto differentiate its offering through innovative and customized serviceofferings. Improving continuously and being client-centered helps retain andincrease the service provider�s customer base by continually enhancingservice capability and quality.Based on the guiding principles, the Organizational Elements work as a systemat Capability Level 4 to achieve the following: Organizational Management Element provides an environment thatproactively identifies value creation opportunities; establishes programs tosystematically improve organizational performance and capabilities;objectively determines capability baselines through measurement andanalysis of organizational performance; and facilitates benchmarking as ameans of continuous improvement.

14� Copyright 2002, Carnegie Mellon University People Element implements programs to have an empowered, motivated,and innovative workforce, and analyzes the effectiveness of training. Business Operations Element proactively identifies potential problems andimplements actions to prevent their occurrence. Technology Element builds capabilities to keep pace with and anticipaterapid changes in technology. Knowledge Management Element encourages systematic sharing ofknowledge across stakeholders and management of knowledge transfer toclients.At Capability Level 4, the service provider is able to customize its approach andservice for clients and prospective clients; understand client perceptions; and predict itsperformance based on previous experiences. The provider supports this capabilitythrough giving personnel freedom to choose innovative approaches in achievingorganizational objectives and providing opportunities for professional development;systematically evaluating and incorporating technology advances; and settingperformance goals from a comparative analysis of its current performance, as well asfrom internal and external benchmarks.Enhancements are proactive and are typically generated from the provider�sbenchmarking of its performance. Enhancements are systematically planned,implemented and controlled. At Capability Level 4, in addition to the Practices of Level 2and Level 3, the provider implements and institutionalizes another 11 Practices that arespread across the sourcing process for the five Organizational Elements. Providers atCapability Level 4 continuously enhance their activities and add value to their clients.escm Level 5 — Sustaining ExcellenceProviders at Capability Level 5 have all the Practices implemented at Level 2,Level 3 and Level 4. Demonstration, over a defined period of time, of sustained valueenhancement for stakeholders (during two consecutive Evaluations for Certification)leads to a service provider achieving the capability of �Sustaining Excellence� — Level 5.The focus of Level 5 is not only on the maintenance of 93 practices but also on theservice provider�s demonstrated long-term commitment to continuously enhancing valueto their clients.

� Copyright 2002, Carnegie Mellon University1Figure 7 shows the distribution of Practices in the in terms of the Phases,Organizational Elements and Capability Levels. In the next section of this document weprovide a table of all the Practices in the escm.Figure 7: Distribution of Practices. 32

Organizational

Management

People

Business

Operations

Technology

Knowledge

ManagementOverallPREcontractContract EXECUTIONPOSTcontractOverallPREcontractContract EXECUTIONPOSTcontractOverallPREcontractContract EXECUTIONPOSTcontractTotalsTotals 22 18 34 7 12 11 31 51 93 ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥¥¥ ¥ ¥ ¥ ¥ ¥ ¥

¥¥¥¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥

¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥

¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥

¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ 4 3

Organizational

Management

People

Operations

Technology

Knowledge

ManagementOverallPREcontractContract EXECUTIONPOSTcontractOverallPREcontractContract EXECUTIONPOSTcontractOverallPREcontractContract EXECUTIONPOSTcontractTotalsTotals 22 18

51 93 ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥¥¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥¥¥¥¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥¥ ¥¥¥¥¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥

¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥ ¥

14� Copyright 2002, Carnegie Mellon University

The Practices in the escm, are listed by Element in Table 1.33 The Practices aredisplayed for each of the five Organizational Elements and are grouped as Overall orwithin the three Phases. Detailed Practice descriptions for each Practice of the escm provided in Part Two of this document. A Glossary of terms used in the Practices isprovided at the end of Part Two. To facilitate use of the Practices we have alsoprovided a list of the Practices sorted by Capability Level and by Phase in Appendix B. 33Institutionalization Practices identifiers are always shown in italics throughout this document toaid in distinguishing these important Practices.

� Copyright 2002, Carnegie Mellon University1Table 1: Practices Listed by Element.IDPracticeOrganizational Managementorg_over_1_3Define and communicate organizational objectives.org_over_2_2Establish and implement policies on security, confidentiality and protection ofintellectual property.org_over_3_2Establish and implement a policy on risk management.org_over_4_2Identify and provide adequate resources for performing service-related andsupport activities.org_over_5_3Define and communicate the roles, responsibilities, and authority of personnel inthe organization.org_over_6_4Establish and implement programs to achieve organizational objectives.org_over_7_3Establish and implement procedures to capture and analyze performancemeasures.org_over_8_4Define capability baselines for the organization by analyzing performance data.org_over_9_4Benchmark organizational performance against comparative data from externaland internal sources.org_over_10_3Establish and implement procedures to periodically review the organization�sperformance.org_over_11_4Establish and implement procedures to verify whether organizational programs arebeing executed as planned.org_over_12_3Establish and implement procedures to manage client relationships.org_over_13_2Establish and implement disaster recovery procedures.org_over_14_3Establish and implement procedures to manage risks across client engagements.org_over_15_4Proactively identify value creation opportunities and communicate them to theclient.org_over_16_3Make improvements based on reviews of organizational performance.org_pre_1_3Establish guidelines for negotiations with current or prospective clients.org_pre_2_2Establish guidelines for pricing services.org_pre_3_2Establish and implement procedures to create and amend contracts.org_exe_1_2Establish and implement procedures to communicate the client’s requirementsfrom the client interaction team to the service design and deployment team.org_exe_2_3Identify cultural attributes that impact the service, and implement actions toachieve a cultural fit.org_exe_3_2Identify, assess, and manage risks specific to executing the contract.Peopleppl_over_1_4Establish and implement a policy to encourage and support innovation andentrepreneurship across the organization.ppl_over_2_3Identify the workforce competencies needed to achieve organizational objectives.ppl_over_3_3Develop the workforce competencies needed to achieve organizational objectives.ppl_over_4_2Assign roles and responsibilities to personnel based on appropriate personnelcompetencies.

14� Copyright 2002, Carnegie Mellon UniversityTable 1: Practices Listed by Element (continued)IDPracticePeople (continued)ppl_over_5_3Establish and implement procedures to plan and deliver training.ppl_over_6_2Meet identified personnel competency needs by providing training.ppl_over_7_2Establish and maintain a work environment that enables personnel to workeffectively.ppl_over_8_3Establish and implement a policy to provide personnel with opportunities for careerdevelopment.ppl_over_9_3Establish and implement a policy on the participation of personnel in decisions thataffect their work commitments.ppl_over_10_3Establish and implement procedures to appraise individual and team performance.ppl_over_11_3Establish and implement a reward program that encourages the achievement oforganizational objectives.ppl_over_12_2Assign a team to interact with the client.ppl_over_13_4Analyze the effectiveness of the training in achieving its intended objectives.ppl_pre_1_3Assign a team to understand the prospective client�s requirements and positionthe organization�s capabilities.ppl_pre_2_2Assign a team to negotiate with clients.ppl_exe_1_2Assign a team to design and deploy the service according to client requirements.ppl_exe_2_2Establish and implement procedures to manage the transfer of personnel andskills from the client during transition and contract execution.ppl_post_1_2Establish and implement procedures to manage the transfer of personnel andskills to the client during contract completion.Business Operationsops_over_1_2Define and communicate engagement objectives.ops_over_2_2Establish and implement procedures to measure and verify that process andservice commitments are satisfied.ops_over_3_2Establish and implement procedures to select subcontractors and vendors basedon their ability to meet identified requirements.ops_over_4_2Monitor the performance of subcontractors and vendors against theircommitments, and take appropriate action.ops_over_5_2Establish and implement procedures to document interactions with clients.ops_over_6_3Establish and implement procedures to prevent reoccurrence of identifiedproblems.ops_over_7_4Proactively identify potential problems and implement actions to preclude theiroccurrence.ops_over_8_2Establish and implement procedures to meet security and confidentialityrequirements.ops_over_9_2Establish and implement procedures to protect the intellectual property ofstakeholders, as appropriate.ops_over_10_2Establish and implement procedures to comply with statutory and regulatoryrequirements.

� Copyright 2002, Carnegie Mellon University1Table 1: Practices Listed by Element (continued)IDPracticeBusiness Operations (continued)ops_pre_1_2Establish and implement procedures to gather a client�s requirements.ops_pre_2_2Prior to committing to the prospective client, review requirements and ensure thatthe organization can meet them.ops_pre_3_2Establish and implement procedures to respond to the requirements of aprospective client.ops_pre_4_2Prior to and during negotiation, identify topics requiring client agreement.ops_pre_5_2Define the roles and responsibilities of the organization and the client with respectto the proposed contract.ops_exe_1_3Establish and implement procedures to design and deploy the service to meetclient requirements.ops_exe_2_2Develop a plan to design and deploy the service.ops_exe_3_2Track service design and deployment activities against the plan at designatedintervals.ops_exe_4_2Develop the service specification.ops_exe_5_2Design the service based on the service specification.ops_exe_6_3Establish and implement procedures to respond to potential failures in the deliveryof service.ops_exe_7_2Establish and implement procedures to obtain feedback from the client on thedesigned service, and to incorporate necessary changes.ops_exe_8_2Establish and implement procedures to verify and account for resourcestransferred from the client to the organization.ops_exe_9_2Establish and implement procedures to monitor service quality based on thequality specification, and take corrective action as appropriate.ops_exe_10_2Establish and implement procedures to apply version control and change controlto the service components.ops_exe_11_2Establish and implement procedures to make modifications to services.ops_exe_12_2Establish and implement procedures to train clients and end-users, as appropriate.ops_exe_13_3Establish and implement procedures to review and verify the service design.ops_exe_14_2Deploy the service based on the design.ops_exe_15_2Plan and deliver the service according to the service design.ops_exe_16_2Track the service delivery activities against the delivery plan, and take correctiveaction as appropriate.ops_post_1_2Establish and implement procedures to hand over resources during contractcompletion.ops_post_2_3Establish and implement procedures to ensure the continuity of service duringcontract completion.ops_post_3_2Obtain and analyze client feedback during contract completion.

14� Copyright 2002, Carnegie Mellon UniversityTable 1: Practices Listed by Element (continued)IDPracticeTechnologytech_over_1_2Establish and implement procedures to acquire, deploy, and upgrade technology.tech_over_2_2Establish and implement procedures to manage the security of the technologyinfrastructure.tech_over_3_2Establish and implement procedures to track and control changes in thetechnology infrastructure.tech_over_4_2Establish and implement procedures to manage technology licenses.tech_over_5_4Establish and implement procedures to proactively identify and introduceappropriate technology.tech_exe_1_2Establish and implement procedures to integrate an organization�s technologyinfrastructure with that of the client, as appropriate.tech_exe_2_3Optimize the overall performance of the technology infrastructure needed todeliver all services.Knowledge Managementkm_over_1_4Establish and implement a policy to share knowledge among stakeholders.km_over_2_2Identify, control, and provide the information required to perform service-relatedand support activities.km_over_3_3Establish and implement a knowledge system to identify, control and disseminateinformation.km_over_4_3Analyze and use knowledge gained from client engagements.km_over_5_3Identify and reuse work products.km_over_6_3Analyze competencies used and developed throughout the sourcing process.km_over_7_3Analyze and use knowledge about clients and end-users.km_over_8_3Analyze and use feedback from clients and other stakeholders throughout thesourcing process.km_over_9_3Analyze the perceptions that current and prospective clients have about theorganization and its services.km_pre_1_3Analyze and use market information about prospective clients.km_exe_1_2Establish and implement procedures to capture and analyze data on resourcesconsumed during contract execution.km_post_1_4Establish and implement procedures to transfer to the client, during contractcompletion, the knowledge gained from the specific client engagement.

� Copyright 2002, Carnegie Mellon University1

Institutionalization Practices are those Practices that provide a foundation orsupport infrastructure on which other Practices can be more effectively implemented.For , Institutionalization Practices are similar to those Practices found in the SW-CMM.Institutionalization is defined in the SW-CMM as, �The building of infrastructureand corporate culture that supports methods, practices and procedures so that they arethe ongoing way of doing business, even after those who originally defined them aregone� [Paulk 95, pg. 10]. Thus activities associated with institutionalization in the SW-CMM are attributes that indicate whether a process is effective, repeatable and long-lasting. For , the 23 Institutionalization Practices shown in Table 2 are also expectedto be essential to a service provider�s ability to build effective and long-term capabilities.This is especially important given that most sourcing relationships are of long duration.The Institutionalization Practices in the escm are organized into four categories: (1)Commitment to perform, (2) Ability to perform, (3) Measurement and analysis, and (4)Verifying implementation. In order to support compatibility with other quality models, theescm institutionalization categories are closely aligned with the common features of theSW-CMM. For escm, each of these categories is defined below:1.Commitment to perform involves defining and establishing policies andcommunications from top management establishing their sponsorship. Theseare Practices that describe the actions a service provider must take to ensurethat a process is established and will endure.2.Ability to perform involves Practices for identifying, developing, and providingresources to carry out competent design and delivery of services. ThesePractices describe the preconditions that should exist to implement thesourcing process competently.3.Measurement and analysis Practices involve capturing and analyzingperformance data to help management track status and to allow theorganization to determine the effectiveness of efforts.4.Verifying implementation involves Practices for ensuring the quality of servicedelivery and that compliance with planned programs is occurring.Examples of each of these kinds of Practices are provided in Section Two of theintroduction to Part Two of this document. Note that the Practice identifiers for

14� Copyright 2002, Carnegie Mellon UniversityInstitutionalization Practices are always shown in italics throughout this document to aidin distinguishing these important Practices.Table 2: Institutionalization Practices in the escmPractice Identifier Commitment to Perform (6 Practices)org_over_1_3Define and communicate organizational objectives.org_over_2_2Establish and implement policies on security, confidentiality and protection ofintellectual property.org_over_3_2Establish and implement a policy on risk management.ppl_over_1_4Establish and implement a policy to encourage and support innovation andentrepreneurship across the organization.ops_over_1_2Define and communicate engagement objectives.km_over_1_4Establish and implement a policy to share knowledge among stakeholders.Practice Identifier Ability to Perform (11 Practices)org_over_4_2Identify and provide adequate resources for performing service-related andsupport activities.org_over_5_3Define and communicate the roles, responsibilities, and authority of personnel inthe organization.org_over_6_4Establish and implement programs to achieve organizational objectives.ppl_over_2_3Identify the workforce competencies needed to achieve organizational objectives.ppl_over_3_3Develop the workforce competencies needed to achieve organizationalobjectives.ppl_over_4_2Assign roles and responsibilities to personnel based on appropriate personnelcompetencies.ppl_over_5_3Establish and implement procedures to plan and deliver training.ppl_over_6_2Meet identified personnel competency needs by providing training.ppl_over_7_2Establish and maintain a work environment that enables personnel to workeffectively.km_over_2_2Identify, control, and provide the information required to perform service-relatedand support activities.km_over_3_3Establish and implement a knowledge system to identify, control and disseminateinformation.Practice Identifier Measurement and Analysis (3 Practices)org_over_7_3Establish and implement procedures to capture and analyze performancemeasures.org_over_8_4Define capability baselines for the organization by analyzing performance data.org_over_9_4Benchmark organizational performance against comparative data from externaland internal sources.Practice Identifier Verifying Implementation (3 Practices)org_over_10_3Establish and implement procedures to periodically review the organization�sperformance.org_over_11_4Establish and implement procedures to verify whether organizational programsare being executed as planned.ops_over_2_2Establish and implement procedures to measure and verify that process andservice commitments are satisfied.

� Copyright 2002, Carnegie Mellon University1escm

To identify, analyze, and guide improvement of a service provider�s capabilities,the is accompanied by four capability determination methods. These methodsaddress the needs of service providers and their clients for determining the capability ofthe provider relative to the . The methods use Version 1.1 as the referencemodel. These methods will determine capability through a systematic analysis of theimplementation and institutionalization of the Practices defined in the escm.The -based capability determination methods will allow providers to determinetheir current capabilities and define targets for self-improvement. These methods willalso allow clients to compare multiple potential providers with respect to the samecapabilities, measured in a consistent manner. Thus, the objectives of determinations are to: Identify and derive a Capability Profile, which includes the strengths,weaknesses and status of the improvement efforts for a service provider,relative to the escm Identify a service provider�s strengths, weaknesses and associated risks asdecision inputs for client when selecting a service provider and Support, guide, and encourage a service provider�s commitment tocontinuous self-improvement.The scope of a Self-appraisal or Evaluation will be determined relative to theservice provider�s needs and the business goals of the sponsor34. The four differentcapability determination methods that are available from ITsqc are: (1) Evaluation forCertification; (2) Self-appraisal; (3) Mini Evaluation; and, (4) Mini Self-appraisal.There are four differences between these methods:1.The purpose and outcome2.Who does it3.Who sponsors it4.The scope or amount of the model used in the appraisal or evaluationTable 3 contrasts these methods, each of which is described in the followingparagraphs. 34A sponsor may be either the client or a service provider.

14� Copyright 2002, Carnegie Mellon UniversityTable 3: Capability Determination MethodsEvaluationSelf-AppraisalFull• For Certification• External team, trained and authorized byCarnegie Mellon• Sponsored by client or service provider• No certification• Team internal, external, or combination• Sponsored by service provider• To prepare for a certificate evaluation,or• To lead an improvement effortMini• No certification• External team• Sponsored by client or service provider• Reduced scope of model• No certification• Team internal, external, or combination• Sponsored by the service provider• Reduced scope of modelThe Evaluation for Certification is a third-party external evaluation of anorganization�s capability, sponsored by the service provider itself or by its client(s). Theevaluation team for this method is trained by Carnegie Mellon University and authorizedto perform external appraisals of organizations. The evaluative data will be rigorouslyreviewed by Carnegie Mellon and, when warranted, will result in certification byCarnegie Mellon of the provider�s capability. Carnegie Mellon will issue the certificatewith a Capability Level and a Capability Profile. Results of Evaluations for Certificationgo to the service provider, sponsor, and to ITsqc.The is the method that provides a starting point for initiatingcapability improvement in the service provider�s organization. The appraisal team forthis method consists of members who can be either internal or external to the appraisedorganization, or a combination. Involving an authorized lead evaluator as team leader isrecommended. The focus of this method is to identify areas of improvement based onthe escm. Results of this method include a gap analysis between the Practices andthe provider�s implementation of these Practices. This appraisal can also be used toprepare for an evaluation for certification. Results of Self-appraisals go to the serviceprovider and to ITsqc.Mini Evaluation is a method of rapidly and economically measuring a provider�scapability to provide IT-enabled sourcing services. This method provides a consistentmeans of checking the status and progress of various capability improvement efforts in

� Copyright 2002, Carnegie Mellon University1an organization. A Mini Evaluation is conducted by an evaluation team consisting ofCarnegie Mellon University-trained and authorized evaluators external to theorganization, and is sponsored by the provider itself or other external entities, (e.g.,clients). The scope of a Mini Evaluation may be limited to a subset of Practices in theescm (e.g., the Practices for one Capability Level of the model or for one OrganizationalElement). Results are provided to the service provider, sponsor, and ITsqc.Mini Self-Appraisal is a method of rapidly and economically checking the statusof the improvement efforts undertaken, or as a means of determining the gap, forinitiating improvement efforts using escm as the reference model. A Mini Self-appraisal issponsored by the service provider and should be led by a duly authorized leadevaluator. Results go to the service provider and the sqc. These methods and trainingto be authorized to use these methods will be available from sqc for use in the variousIT-enabled sourcing services and market sectors. While the detailed description of thecapability determination methods is addressed in a separate document, the eSourcingCapability Model () Capability Determination Method Guide, a very high-level view isprovided here.Evaluation for Certification and other forms of determination may involve a singleproject or engagement, a site, or multiple sites of the same organization addressing aspecific service (e.g., information services), and/or a specific sector (e.g., banking andfinance or healthcare). The process for determining the scope of an evaluation isdescribed in the eSourcing Capability Model (escm) Capability Determination MethodGuide and is addressed in the Capability Determination Methods training course.Figure 8 contains an overview of the certification process.

14� Copyright 2002, Carnegie Mellon UniversityFigure 8: Overview of the Evaluation for Certification Process.

Preparation• Establish a contact point• Collect organizational information• Develop detailed plan for Evaluation• Initiate Document Review

Document Review• Complete Document Review List• Obtain Documents from the organization• Perform Document Review

On-site Activities• Conduct Executive Briefing• Conduct Opening meeting• Collect evidence• Consolidate and rate information• Prepare profile and findings• Conduct Findings Briefing

Report Results• Complete and distribute evaluation report• Report data to ITsqc repository• Carnegie Mellon reviews and issues certificate, if appropriate• Data sanitized and put into ITsqc repository

Initiation• Sponsor contacts ITsqc-authorized external agency for evaluation forcertification• Secure senior management sponsorship• Establish evaluation for certification scope• Obtain organizational commitment• Based on ITsqc guidelines, ITsqc -authorized external agency enters intoagreement with sponsor

� Copyright 2002, Carnegie Mellon University1The process for evaluation is comprised of five major activities that have beendescribed at a high level in Figure 8. These are: (1) initiation, (2) preparation, (3)document review, (4) on-site activities, and (5) reporting of results.The various sources of data for an evaluation include organization and capabilityquestionnaires, documents and other artifacts, interviews, and verification observations.An evaluation team uses the data collected from the evaluation to determine thecapability rating for each of the 93 Practices in the . A Practice-level profile isgenerated for use by the organization and the sponsor. A Capability Leveldetermination is made by the evaluation team, and is reported to the service providerand the sponsor, along with findings about areas of strength and capabilities that theservice provider needs to improve. Results of Evaluations and Self-appraisals arereported to ITsqc for inclusion in the repository. For Evaluations for Certification, acertification board at Carnegie Mellon rigorously reviews the data before the ITsqc issuesa Certificate of Capability.

14� Copyright 2002, Carnegie Mellon University

Part One provides an overview of the escm and a summary of the associatedcapability determination methods. A detailed description of the capability determinationmethods will be available in a separate document. In Part Two of this document, weprovide a complete set of Practice Descriptions with detailed information about therationale, major activities, examples of major activities, related Practices, and attributesto measure when implementing the model. The descriptions are intended to provideadditional details for clients and service providers who want to fully understand themodel. The Activities for each Practice are used as the basis for model-basedevaluations. The evaluations will result in documentation of capabilities that the serviceproviders and sponsors can use to understand the level of capability present in aservice provider and that Carnegie Mellon University will use to determine certificationeligibility of service providers. The appraisals will give service providers the means toconsistently and objectively determine their capabilities.Interpretation of the Practices of the may vary for different IT-enabledsourcing services. The will accommodate these varying characteristics by providingexamples and benchmarks for the different sourcing contexts within each service.Benchmark information will be accessible through the ITsqc repository that is beingestablished at Carnegie Mellon University and will have data collected from participatingevaluated organizations. In addition to providing status on state-of-the-art practices inIT-enabled sourcing services, the repository will also be used by ITsqc to make changes,as necessary, to the escm model to reflect the dynamic nature of the sourcing industry.Additional documents to support use of the escm detailing the capabilitydetermination methods and measurement information are in preparation. Training onthe use of the model is available through courses offered by sqc. The escm and initial certification method are available from Carnegie Mellon so that ITsqc-authorized external agencies may use it to determine service provider capability inseveral IT-enabled sourcing services prior to the end of 2002. More information anddetails on training and on capability determination methods are available at<URL:http://itsqc.srv.cs.cmu.edu>. For information about becoming a member of the

� Copyright 2002, Carnegie Mellon University1consortium sponsoring this work please contact escm@cs.cmu.edu. References, theGlossary of terms used in the , and the appendices of Practices sorted by Phase andby Capability Level follow Part Two of this document.

14� Copyright 2002, Carnegie Mellon University

� Copyright 2002, Carnegie Mellon University1

This section of the document provides detailed information on the Practices inthe escm. The Practice detail is preceded by a discussion of the types of Practices andthe structure used for the detailed information. Appendix C shows the relationshipbetween Practices for Version 1.0 and Version 1.1 of escm.

In principle, the content and structure of each of the Practices is based onwhether, and what type of documentation, is expected to be used in the implementationof that Practice. Most Practices in the model refer to a specific type of documentationand so, broadly speaking, the Practices can be thought of as being of one of four types:policy, procedure, guideline, and other Practices.

These Practices are worded �Establish and implement a policy on X.� Forexample, org_over_3_2 is �Establish and implement a policy on risk management.�While the Practices may refer to a single policy, in fact the organization may choose toimplement this through the creation of multiple policies that cover different aspects ofthe topic in question.A policy is defined as �a guiding principle, typically established by seniormanagement, that is adopted by an organization or project to influence and determinedecisions.� [Paulk 93]Policies should be brief, high-level descriptions of senior management�sexpectations in a specific area. Senior management is involved with policies in thatthey commission their development and maintenance, approve them, communicatethem to their organization, and, most importantly, enforce them. Policies should only beput in place when they are expected to be the way the organization generally functions.Policies are generally implemented, in part, through one or more procedures.Policies should be periodically reviewed and updated or deleted to ensure that all

14� Copyright 2002, Carnegie Mellon Universitypolicies remain consistent with current management expectations and businessobjectives. The organization may have policies other than those specified in this model.

These Practices are worded �Establish and implement procedures to X.� Forexample, org_pre_3_2 is �Establish and implement procedures to create and amendcontracts.� The Practices use the plural form �procedures� because it is expected thatthis will typically be implemented through multiple documents. However, anorganization may choose to implement this through the creation of a single procedure,or as procedures incorporated in other documents. This is acceptable as long as theprocedure provides sufficient guidance so that the personnel performing this Practicehave a clear understanding of the steps involved.A procedure is defined as �a written description of a course of action to be takento perform a given task.� [IEEE-STD-610 90] Procedures are expected to be detaileddocuments that show step-by-step instructions on how to perform a particular activity orset of activities. They typically provide information such as inputs, outputs, procedurediagrams showing steps to be followed, textual description of each of the steps in thediagrams, and an indication of roles and responsibilities. Procedures are oftensupplemented by job aids that are used as quick reference tools by personnel, e.g.,checklists and contact lists.

These Practices are worded �Establish guidelines for X.� For example,org_pre_2_2 is �Establish guidelines for pricing services.� The Practices use the pluralform �guidelines� because it is expected that this will typically be implemented through aset of rules or principles that will provide guidance to personnel.A guideline is defined as �a rule or principle that provides guidance to appropriatebehavior.� [Wordnet]Guidelines are expected to be high-level documents that provide rules of thumb,expert advice, or other kinds of guidance that would be helpful in standardizing the waypersonnel perform the Practice. Some types of guidelines (e.g., estimating guidelines)

� Copyright 2002, Carnegie Mellon University1are normally implemented through a model or database that captures expert knowledgein a way that can be easily reused by others.

A number of Practices in the do not explicitly mention the use of a specifictype of documentation (e.g., policies, procedures, or guidelines). Although the doesnot provide explicit guidance on documentation to be used for every Practice, it isexpected that every Practice will be supported by some type of documentation. Forexample, ppl_over_12_2 is �Assign teams to interact with the client.� These Practicesrelate to performance of tasks that are critical to success, but may not lend themselvesto being documented as policies, procedures, or guidelines. They may be documentedin a variety of different ways (e.g., they may be documented within a plan or as part ofanother procedure).

14� Copyright 2002, Carnegie Mellon University

A standard structure is used for all Practices in the model. The following sixcomponents are included in each Practice, and are described in more detail below: (1)Practice Identifier; (2) Practice Wording; (3) Rationale; (4) Activities; (5) SupplementalInformation; and, (6) Attributes to Measure. Please see Figure 9 for the visual layout ofthe Practice details.Practice IdentifierThis is an abbreviation that conveys the basic information about how the Practicefits into the escm structure. It is documented as Element_Phase_Number_Level (e.g.,ppl_over_4_2). The following abbreviations are used: : org (Organization Management), ppl (People), ops (BusinessOperations), tech (Technology), and km (Knowledge Management). : over (Overall), pre (Precontract), exe (Contract Execution), post(Postcontract). Number: this is intended to convey approximate temporal sequence relatedto other Practices within the same Element and Phase (e.g., isexpected to be performed before ). This sequence isapproximate only, and many organizations may perform Practices in adifferent sequence than presented in the model. (Institutionalization Practicesalways come before other Practices in the numbering sequence.)• Level: this indicates the Capability Level of the Practice.Practice WordingThis is the actual Practice statement and is always shown as a single sentencethat states the requirement of the Practice. For example, is �Assign rolesand responsibilities to personnel based on appropriate personnel competencies.�RationaleThis is a brief explanation of the purpose for the Practice and the expectedbenefits (to the service provider and/or client) achieved by performing the Practice. Therationale is followed by one or more short paragraphs that provide additional information

� Copyright 2002, Carnegie Mellon University1about the Practice, such as further explanation of benefits of the Practice, definitions,relationship of the Practice with other Practices, and more in-depth explanation of theintent of the Practice.ActivitiesThis is a listing of activities that the organization needs to perform in order tosuccessfully satisfy the Practice. The list of activities is the minimum set of activitiesrequired to meet the Practice. Organizations may perform a set of additional activitiesfor any of the Practices in the model.Supplemental InformationThis provides additional explanatory information that is intended to help conveythe intent of the activities and provide examples of how those activities could beimplemented. The information provided here is informative only and is not exhaustive.The related activity number is shown along with the explanatory information for thatactivity.Attributes to MeasureThis is a recommended list of attributes to be measured in order to effectivelymanage and control the performance of the Practice. Specific measures should beselected based on their expected value to the organization relative to the cost ofcollecting and analyzing them. Some measures will apply to multiple Practices and notall Practices will be covered by the selected measures. Measures will be changed,added, and deleted over time as the organization gains experience with its measuresand as the measurement objectives change.There is a general set of measures that can be used for most Practices.Effectiveness, resources used, quality, benefits, usability, and coverage are attributesthat apply to most Practices. Deployment measures such as percentages of staff thatare familiar with the Practice, have been trained in the Practice, or have used thePractice, are also relevant for most Practices.

14� Copyright 2002, Carnegie Mellon UniversityFigure 9: Practice DetailWording of the PracticeRationale: A brief explanation of the purpose of the Practice and the expected benefits (to theservice provider and/or client) achieved by performing the Practice.Provides additional information about the Practice, such as further explanation of benefits to theservice provider and client with implementation of the Practice, relationship of the Practice toother Practices in the model, and more in-depth explanation of the intent of the Practice.Activities1.Provides a list of activities to be performed to fulfill the intent of the Practice. At a minimum aservice provider has to perform all the listed activities to implement the Practice.Supplemental InformationActivity 1. Provides examples and related information for activities. The information providedhere is indicative, and not exhaustive. A service provider will have to interpret thisinformation for its specific service(s) and market sector(s). The number to the left, after�Activity� shows the link to the appropriate activity in the section above �Activities.�Attributes to Measure Areas that need to be measured in order to manage and control implementation of thePractice.element_phase_number_level

� Copyright 2002, Carnegie Mellon University1

In order to provide for consistency, and also to emphasize those activities thatare relevant to all Practices, a standard template is used to structure the Practiceactivities. There are four basic templates that are used throughout the model:• Level 2 template for policy and procedure Practices• Level 2 template for guidelines and other Practices• Level 3 and 4 template for policy and procedure Practices• Level 3 and 4 template for guidelines and other Practices.Table 4 below provides an outline of these templates. The �[]� indicate wherelanguage is inserted that is specific to a Practice. The � indicate where one or moreactivities are added that are specific to a Practice.Table 4: Practice TemplatesLEVEL 2LEVEL 2Policy and Procedure TemplateGuideline and Other Practices Template1.Establish the procedures for [].a.Provide the support for establishing theprocedures.1.Provide the support for [].b.Document the procedures. Theseprocedures address:1) Describing the purpose for [].2) �No equivalent2.Implement the procedures for [].a.Provide the support for implementationof the procedures.b.Communicate the procedures to theappropriate personnel [alternativewording �to the relevant stakeholders�].c.[Perform the Practice] according to theprocedures.2.[Perform the Practice].a.�b.Communicate the [] to the appropriatepersonnel [alternative wording �to therelevant stakeholders�].3.Maintain the procedures for [] andperiodically review the procedures andactions taken to implement the procedures(uses activities in ops_over_2_2).3.Periodically review the effectiveness andrelevance of [], and take action asappropriate (uses activities inops_over_2_2).

14� Copyright 2002, Carnegie Mellon UniversityLEVEL 3 and 4LEVEL 3 and 4Policy and Procedure TemplateGuideline and Other Practices Template1.Establish the procedures for [].a.Plan and provide the support forestablishing the procedures.1.Plan and provide the support for [].b.Document the procedures. Theseprocedures address:1) Describing the purpose for [].2) Defining roles, responsibility andauthorities of the personnelimplementing the procedures (usesactivities in org_over_5_3).3) �No equivalent2.Implement the procedures for [].a.Create a plan for implementing theprocedures b.Provide the support for implementationof the procedures.c.Communicate the procedures to theappropriate personnel [alternativewording �to the relevant stakeholders�].d.[Perform the Practice] according to theprocedures.2.[Perform the Practice].a.�b.Communicate the [] to the appropriatepersonnel [alternative wording �to therelevant stakeholders�].3.Maintain and verify the procedures for [].a.Maintain and periodically review theprocedures and actions taken toimplement the procedures (usesactivities in ops_over_2_2; input fromorg_over_7_3).b.Verify consistency of implementation ofthe procedures across the organization,and take action as appropriate (usesactivities in org_over_10_3).3.Periodically review the effectiveness andrelevance of [], and take action asappropriate (uses activities inops_over_2_2).4.Verify consistency of implementation of thePractice across the organization, and takeaction as appropriate (uses activities inorg_over_10_3).Common ActivitiesIn addition to these standard templates, there are a small number of specialcases where a group of activities is used in multiple Practices. An attempt was made tokeep these activity wordings as consistent as possible. These include the following:

� Copyright 2002, Carnegie Mellon University1Defining AttributesSeveral Practices include the concept of defining attributes for something andusing those attributes as a basis for analysis. The following template was used forthose Practices:a. Define the attributes to [].b. Define and document the measures for the attributes that need to be [].c. Define and document the methods used for monitoring the defined attributes.d. Define ranges of acceptable performance for each of the measures.e. Gather performance measures for the defined attributes.PlanningSeveral Practices include planning activities. The following template was usedfor those Practices:a. Estimate the [] effort.1) Analyze requirements to identify [] activities.2) Ensure identified activities are aligned with engagement objectives (input fromops_over_1_2).3) Estimate the resources required for [], including the effort and timeframerequired for each activity (input from km_exe_1_2).b. Determine milestones and planned progress reviews (output to trackingPractice).c. Determine attributes to be monitored during [] (output to tracking Practice).d. Determine monitoring methods and duration for [] activities (output to trackingPractice).e. Plan the [] (output to tracking Practice).1) Create a schedule of [] tasks.2) Determine personnel and training required to [].3) Document personnel assignments in the plan (uses activities inppl_over_4_2).4) Determine additional resources required to [] (uses activities in org_over_4_2,ppl_over_7_2 and km_over_2_2).

14� Copyright 2002, Carnegie Mellon Universityf. Review the plan.1) Review the plan for correctness, clarity, and adequacy.2) Obtain approval of the plan.3) Communicate the plan to relevant stakeholders.4) Periodically review and revise the plan, as appropriate (uses activities inops_over_2_2).TrackingSeveral Practices include tracking activities against a plan. The followingtemplate was used for those Practices:a.Define and establish channels for communicating the status of the [] activities,including criteria for escalation.b.Track the [] activities against the plan using the defined monitoring methods(input from planning Practice).c.Identify and track to closure actions to be taken when actual performancedoes not meet required outcomes.d.Communicate the progress of the [] activities to the relevant stakeholders.e.Periodically review the effectiveness and relevance of the tracking, and takeaction as appropriate (uses activities in ops_over_2_2).OtherMany Practices made use of one or more of the following activities:• Determine dispute handling and escalation methods.• Align [] with engagement objectives (input from ops_over_1_2).• Align [] with organizational objectives (input from org_over_1_3). Ensure that [] follow the security, confidentiality and protection of intellectualproperty policies (input from org_over_2_2). Ensure that [] follow the policies and requirements for security, confidentiality,and protection of intellectual property (input from org_over_2_2,ops_over_8_2, ops_over_9_2).

� Copyright 2002, Carnegie Mellon University1

Table 5 provides definitions and examples of the three types of relationshipsbetween Practices: input, output, and uses activities in.Table 5: Types of Relationships between PracticesRelationship: Input/OutputHow link is shown in PracticeAn input/output relationship exists between twoPractices when one Practice (Practice B) providesinformation or deliverables that are used byanother Practice (Practice A).Note: there are three cases where input/outputlinks may not be fully referenced:• Because every Institutionalization Practice hasan input/output relationship to every otherPractice, those relationships are not usuallyexplicitly stated. This is to avoid theduplication of listing a link to every Practice inthe model repeatedly. The exception is thatinput/output links to InstitutionalizationPractices are shown when the link issignificant enough to warrant emphasis. Seethe section on Institutionalization of Practicesfor more information about these Practices.• When an input/output link is described insupplemental information, the correspondingoutput/input link may not be shown in thecorresponding Practice.• When an input/output link exists betweenPractices at different Capability Levels, thelink is shown in the higher-level Practice only.• Practice A — the activity that uses the information ordeliverable will have an input reference �input fromPractice B.�• Practice B — the activity that generates the informationor deliverable will have an output reference �output toPractice A.�Example: ops_exe_2_2 (Develop a plan to design anddeploy the service) has an input/output relationship withops_exe_3_2 (Track service design and deploymentactivities against the plan at designated intervals). Therelationship exists because monitoring methods generatedin ops_exe_2_2 are input into ops_exe_3_2 where theyare used for tracking purposes. The following referencesare used:• Output reference — ops_exe_2_2, Activity 2g:�Determine monitoring methods and duration ofmonitoring for design and deployment activities(output to ops_exe_3_2).�• Input reference — ops_exe_3_2, Activity 2c: �Trackthe service design and deployment activities againstthe plan using the defined monitoring methods (inputfrom ops_exe_2_2).�Relationship: Uses Activities InHow link is shown in PracticeA �uses activities in� relationship exists betweentwo Practices when all of the activities in onePractice (Practice B) are used to perform one ofthe activities in another Practice (Practice A).• Practice A — the activity that uses the activities fromPractice B will have a reference �uses activities inPractice B.�• Practice B — link is not shown.Example: ops_over_3_2 (Establish and implementprocedures to select subcontractors and vendors basedon their ability to meet identified requirements) has arelationship with ops_over_9_2 (Establish and implementprocedures to protect the intellectual property ofstakeholders, as appropriate). The relationship existsbecause intellectual property activities are necessary for asuccessful subcontractor or vendor relationship, but theseactivities are already described in ops_over_9_2. The

14� Copyright 2002, Carnegie Mellon University

As described in Part 1, Institutionalization Practices are those Practices that helpensure that an organization has a documented process in place and a defined way ofdoing business. As such, the Institutionalization Practices support the implementationof all other Practices in the model.Some Institutionalization Practices have a more direct impact on specificactivities performed in a Practice and activities related to these practices are shown inthe Practice Detail. For instance, in the preceding templates, reference is made to,org_over_5_3, , org_over_10_3, and ops_over_2_2. Activities related tothese Institutionalization Practices have been included in the Practice Detail becauseperformance of these activities is required to successfully implement the Practices.Other Institutionalization Practices that have a more direct impact on activitiesrelated to implementing a Practice have not been included in the Practice Detail.Activities related to these Institutionalization Practices are not shown in the PracticeDetail for two reasons: (1) successful implementation of the Institutionalization Practiceprovides reasonable assurance that the activity will be included in all implementedPractices; and (2) removal of this detail decreases the duplication of activities acrossPractices. Even though the activities have not been explicitly included in each Practiceit is important to perform these activities for each Practice implementation. We providethe list of additional Institutionalization Practices that provide support for establishingand implementing other escm Practices next.Capability Level 2 PracticesIn order to institutionalize a Practice, an organization must provide the supportinfrastructure for the Practice (Activities 1a and 2a for procedure and policy Practices,and Activity 1 for guideline and other Practices from the Practice template).Institutionalization includes the following support activities: Identifying and providing the resources required to support the Practice(org_over_4_2). Providing a work environment that enables personnel to work effectively(ppl_over_7_2).• Providing the information required to support the Practice (km_over_2_2).

� Copyright 2002, Carnegie Mellon University1• Assigning appropriate personnel to support the Practice (ppl_over_4_2).• Providing training in supporting the Practice, as appropriate (ppl_over_6_2).Capability Level 3 and Level 4 PracticesIn order to establish and implement a policy or a procedure at Capability Level 3and Level 4 an organization must engage in activities similar to those outlined above forLevel 2 (Activities 1a and 2b for procedure and policy Practices and Activity 1 forguideline and other Practices from the Practice template): Identifying and providing the resources required to support the Practice(org_over_4_2). Providing a work environment that enables personnel to work effectively(ppl_over_7_2).• Providing the information required to support the Practice (km_over_3_3).• Assigning appropriate personnel to support the Practice (ppl_over_4_2). Planning and providing training in supporting the Practice, as appropriate(ppl_over_5_3).

14� Copyright 2002, Carnegie Mellon University

Several Practices are being researched to include in the next version of themodel. These include:• Level 2 Practices§ Dispute handling and escalation methods§ Communication• Level 4 Practices§ Using feedback for organizational improvement§ Defining new markets

Work has been started on providing more information on Attributes to Measure.Prior to the next release of the model Carnegie Mellon will publish a more detaileddiscussion of the attributes to Measure for each Practice, or set of Practices, along withexample measures for the attributes.

� Copyright 2002, Carnegie Mellon University1escm

There are 93 Practices in the model. Table 6 provides a list of all Practicesplaced within their Organizational Element.Table 6: Practices by Organizational ElementOrganizationalManagementPeopleBusinessOperationsTechnologyKnowledgeManagementorg_over_1_3ppl_over_1_4ops_over_1_2tech_over_1_2km_over_1_4org_over_2_2ppl_over_2_3ops_over_2_2tech_over_2_2km_over_2_2org_over_3_2ppl_over_3_3ops_over_3_2tech_over_3_2km_over_3_3org_over_4_2ppl_over_4_2ops_over_4_2tech_over_4_2km_over_4_3org_over_5_3ppl_over_5_3ops_over_5_2tech_over_5_4km_over_5_3org_over_6_4ppl_over_6_2ops_over_6_3tech_exe_1_2km_over_6_3org_over_7_3ppl_over_7_2ops_over_7_4tech_exe_2_3km_over_7_3org_over_8_4ppl_over_8_3ops_over_8_2km_over_8_3org_over_9_4ppl_over_9_3ops_over_9_2km_over_9_3org_over_10_3ppl_over_10_3ops_over_10_2km_pre_1_3org_over_11_4ppl_over_11_3ops_pre_1_2km_exe_1_2org_over_12_3ppl_over_12_2ops_pre_2_2km_post_1_4org_over_13_2ppl_over_13_4ops_pre_3_2org_over_14_3ppl_pre_1_3ops_pre_4_2org_over_15_4ppl_pre_2_2ops_pre_5_2org_over_16_3ppl_exe_1_2ops_exe_1_3org_pre_1_3ppl_exe_2_2ops_exe_2_2org_pre_2_2ppl_post_1_2ops_exe_3_2org_pre_3_2ops_exe_4_2org_exe_1_2ops_exe_5_2org_exe_2_3ops_exe_6_3org_exe_3_2ops_exe_7_2ops_exe_8_2ops_exe_9_2ops_exe_10_2ops_exe_11_2ops_exe_12_2ops_exe_13_3ops_exe_14_2ops_exe_15_2ops_exe_16_2ops_post_1_2ops_post_2_3ops_post_3_2221834712

14� Copyright 2002, Carnegie Mellon University

� Copyright 2002, Carnegie Mellon University1escm

14� Copyright 2002, Carnegie Mellon UniversityDefine and communicate organizational objectives.Rationale: Set directions, create a client focus, and define performance expectations viaorganizational objectives as prerequisites for successful sourcing relationships.Defining measurable organizational objectives that focus on service to the client enables serviceproviders to improve programs and attain expected performance levels. Objectives should alsoaddress the needs of all stakeholders.Objectives are a formal set of business goals that are used to set long-term direction. There aretwo Practices in the model that cover defining and communicating objectives. The focus of is on defining organizational-level objectives, while the focus of ops_over_1_2 ison defining engagement-specific objectives. These two Practices are closely related, becauseorganizational-level objectives are closely tied to engagement-specific objectives. At a minimum,each engagement is expected to have business goals formally defined for that engagement. Fororganizations that have organization-level business goals clearly defined, , thesehigher-level goals should be closely linked to, and used as a basis for setting, engagement-specific objectives for ops_over_1_2.Activities1.Plan and provide the support for defining and communicating organizational objectives.2.Define and communicate the organizational objectives.a.Define organizational objectives (output to org_over_5_3, org_over_7_3, org_over_10_3,ppl_over_2_3, km_over_3_3).b.Create a plan for communicating and achieving the objectives.c.Ensure that activities performed by the organization are aligned with organizationalobjectives (output to org_over_2_2, org_over_3_2, org_over_5_3, ppl_over_5_3).d.Communicate the objectives to the relevant stakeholders.3.Periodically review and revise the organizational objectives, as appropriate (input fromorg_over_10_3).Supplemental InformationActivity 1. The information needed for setting organizational objectives includes expected performance,existing organizational capability baselines, performance of improvement programs, internal andexternal benchmarks, and feedback from the client at different stages of the contract.Activity 2a. Organizational objectives are usually long term, and should be as measurable as possible,focusing on providing service to the client. The objectives relate to factors that influence clientsatisfaction or operational improvement, for example, "Increase overall client satisfaction by x%,"and "Improve overall operational efficiencies by y%." The objectives should address and balancethe needs of all stakeholders.org_over_1_3

� Copyright 2002, Carnegie Mellon University1org_over_1_3Activity 2b. Incorporate the organizational objectives at appropriate levels in the organization.Organizational objectives are established at appropriate levels by defining relevant functional,departmental, team, and individual objectives.Define timeframes for achieving the objectives.Attributes to Measure• Effectiveness of communication about objectives• Feasibility of the objectives

14� Copyright 2002, Carnegie Mellon UniversityEstablish and implement policies on security, confidentiality and protectionof intellectual property.Rationale: Demonstrate an approach to security and confidentiality that provides confidence tothe client and protects the organization from legal liability.Policies for security, confidentiality, and protection of intellectual property are needed to providedirection to the organization and demonstrate management commitment to these criticalactivities. These policies provide a framework from which processes and procedures can beimplemented that protect both the organization and its clients. Effectiveness of the organization�smanagement of security, confidentiality, and protection of intellectual property may influence aclient�s selection of an organization. Also these policies provide protection against security risksand exposure to legal liability.Activities1.Establish the policies for security, confidentiality and protection of intellectual property.a.Provide the support for establishing the policies.b.Document the policies. These policies address:1)Describing the purpose for policies on security, confidentiality and protection ofintellectual property.2)Identifying potential threats to the organization�s infrastructure and information systems(output to org_over_3_2).3)Analyzing potential threats to the organization�s infrastructure and informationsystems.4)Determining the policies that need to be in place to address potential threats.5)Ensuring that disaster recovery procedures address identified threats.6)Ensuring that the policies address the issues of security, confidentiality and protectionof intellectual property for all organizational resources (output to org_over_4_2,ppl_over_7_2, km_over_2_2).7)Aligning policies with engagement-level objectives (input from ops_over_1_2).2.Implement the policies for security, confidentiality and protection of intellectual property.a.Communicate the policies to the relevant stakeholders.b.Provide the support for implementation of the policies.c.Manage security, confidentiality and protection of intellectual property according to thepolicies.org_over_2_2

� Copyright 2002, Carnegie Mellon University1org_over_2_23.Maintain the policies for security, confidentiality and protection of intellectual property andperiodically review the policies and actions taken to implement the policies (uses activities inops_over_2_2).Supplemental InformationActivity 1b2. Potential threats can be electronic or physical. Examples include undetectedintrusions, loss of privacy, loss of confidentiality, loss of integrity of data or systems, and virusattacks.Identification of potential threats is done by reviewing prior experiences of the organization orof similar organizations, conducting security audits, and obtaining client feedback.Activity 1b3. An assessment of organization infrastructure and information systems includes ananalysis of the impact on operational capability due to loss of confidentiality, vulnerabilitiesthat could be exploited, existing threats that could exploit the vulnerabilities, likelihood that athreat might occur, availability and appropriateness of options, and resources required toaddress these threats.Organizational resources placed under security and confidentiality may include personnel;technology, such as networks, hardware or software applications; client-supplied information;and intellectual property.Activity 1b6. Ensure that the policy provides directions for implementing security, confidentialityand protection of intellectual property management procedures, including levels of monitoringand remedial action to be taken in case of breach. Security, confidentiality and protection ofintellectual property policies typically cover access and use policies, installation policy,configuration policy on information infrastructure, encryption, and information privacy.Activity 2. Security, confidentiality and protection of intellectual property policies are implementedby physical access controls; secure passwords; anti-virus software; firewalls; and non-disclosure agreements with relevant stakeholders, such as personnel, subcontractors, andvendors.Activity 3. Adherence reviews are typically implemented through security audits; usage ofmonitoring tools; and reports on resources accessed and frequency of access. Effectivenessreviews are typically implemented through usage of monitoring tools, security audits, andanalysis of changes in client requirements.Attributes to Measure• Pervasiveness of policy awareness• Pervasiveness of policy training• Pervasiveness of policy understanding• Pervasiveness of policy adherence• Effectiveness of the policy

14� Copyright 2002, Carnegie Mellon UniversityEstablish and implement a policy on risk management.Rationale: Demonstrate an approach to proactive risk management that can be the basis forrealistic management of expectations.A documented policy demonstrates management commitment to identify, assess and managerisk. Development of a risk management policy provides direction for internal stakeholders toproactively manage risk.Activities1.Establish a policy on risk management.a.Provide the support for establishing the policy.b.Document the organization�s risk management policy. The policy addresses:1)Describing the purpose of a risk management policy.2)Identifying potential risks to the organization (input from org_over_2_2).3)Assessing potential risks for their impact on the organization.4)Ensuring that disaster recovery procedures address identified risks.5)Determining the policy that needs to be in place to address potential risks.6)Ensuring that the risk management policy clearly articulates the organization�stolerance for risk.7)Aligning the policy with engagement-level objectives (input from ops_over_1_2).2.Implement the policy for risk management.a.Communicate the policy to the relevant stakeholders.b.Provide the support for implementation of the policy.c.Manage risks according to the policy.3.Maintain the policy for risk management and periodically review the policy and actions taken toimplement the policy (uses activities in ops_over_2_2).org_over_3_2

� Copyright 2002, Carnegie Mellon University1org_over_3_2Supplemental InformationActivity 1b3. The risks perceived by the organization are based on the organization’s experience(including market sector and service experience), resource constraints, and service levelexpectations. The perceived risks typically include known weaknesses in the organization’sprocedures; insufficient resources (including personnel, technology, or infrastructure);inadequate skill availability; inadequate security coverage; and obsolescence of technology.Use identified potential threats from the security and confidentiality policy to aid indetermining perceived risks.Attributes to Measure• Pervasiveness of policy awareness• Pervasiveness of policy training• Pervasiveness of policy understanding• Pervasiveness of policy adherence• Effectiveness of the policy

14� Copyright 2002, Carnegie Mellon Universityorg_over_4_2Identify and provide adequate resources for performing service-related andsupport activities.Rationale: Maintain operational effectiveness and efficiency and meet commitments made toclients by providing adequate resources in a timely manner.Providing adequate resources to meet commitments enables the organization to satisfy clientrequirements, build positive client relationships, and provide stable service delivery.Resource requirements, such as personnel, expertise, technology infrastructure, and funding, aremade available for service-related and support functions. Support functions include, but are notlimited to, accounting, human resources, information systems, sales and marketing, and qualitycontrol. Support activities performed by these functions include verifying the implementation ofprocedures and programs, operational improvement, research and development, improving thephysical environment, and monitoring personnel performance.Activities1.Provide the support for identifying and allocating resources.2.Identify and provide resources.a.Determine methods for providing resources.b.Define and communicate steps personnel need to follow to request resources.c.Identify the types of resources needed by personnel to perform their duties.d.Estimate the resources required by personnel to perform their duties (input fromops_over_1_2, km_over_2_2).e.Provide identified resources to personnel.f.Ensure that access to resources follows the security, confidentiality, and protection ofintellectual property policies (input from org_over_2_2).3.Periodically review whether resources are adequate, taking corrective action as appropriate(uses activities in ops_over_2_2).Supplemental InformationActivity 1. Tools used to estimate resources may include spreadsheets, forecasting applications,and capacity plans.Information needed to identify resource requirements includes improvement programs,historical utilization data, personnel skills, technology inventory, service commitments, andclient needs (input from org_pre_3_2, ops_over_8_2, km_exe_1_2).

� Copyright 2002, Carnegie Mellon University1org_over_4_2Activity 2c. Resources also include help manuals, documentation, tools (e.g., spreadsheets,templates, job aids), and procedures.Activity 3. One way to determine adequacy of resources is to track utilization of resources andrequests for additional resources.Attributes to Measure• Adequacy of resources• Resource utilization

14� Copyright 2002, Carnegie Mellon Universityorg_over_5_3Define and communicate the roles, responsibilities, and authority ofpersonnel in the organization.Rationale: Enable personnel to effectively perform their work by clearly defining their roles,responsibilities, and authority.Alignment of roles, responsibilities, and authority of personnel in the organization withorganizational objectives should result in improved performance. Periodic review of roles,responsibilities and authority of personnel in the organization helps to ensure that effective rolesare assigned. Also, clearly defining primary and secondary responsibilities helps ensurecoverage of important functions and activities in the organization.This Practice builds upon the roles and responsibilities that are initially defined in .The focus of is on assigning qualified personnel to identified roles in order toeffectively deliver service for a client engagement. The focus of broadens this toalign roles and responsibilities not only with engagement requirements but also with long-termorganizational objectives (input from org_over_1_3).Activities1.Plan and provide the support for defining and communicating the roles, responsibilities, andauthority of personnel in the organization.2.Define and communicate the roles, responsibilities, and authority of personnel in theorganization.a.Identify the various functional areas within the organization and their associated activities.b.Define and document roles, responsibilities and authority of personnel in each of theidentified functional areas.c.Align the roles, responsibilities, and authority of personnel in the organization withorganizational objectives (input from org_over_1_3).d.Communicate the roles, responsibilities and authority to relevant stakeholders.e.Track and document changes, if any, in roles, responsibilities, and associated authority,and communicate the changes to the relevant stakeholders.3.Periodically review the effectiveness of defining and communicating the roles, responsibilities,and authority of personnel in the organization, and take action as appropriate.Supplemental InformationActivity 2a. Use organizational objectives to help identify important functions and activities (inputfrom org_over_1_3).Activity 2b. Role definitions should include both primary and secondary responsibilities. Forexample, the Vice President of Finance has primary responsibilities related to financialactivities, but may also be involved in negotiation as a secondary responsibility.

� Copyright 2002, Carnegie Mellon University1Responsibilities that can be assigned to specific roles include revenue responsibility, teamfunctions, contract or project responsibilities, and performance objectives.Authority that can be assigned to specific roles includes approval of resource acquisition,making commitments to clients or prospective clients, approval of specialized training, andother types of decision-making.Attributes to Measure• Pervasiveness of awareness of role descriptions• Pervasiveness of correct and current role descriptionsorg_over_5_3

14� Copyright 2002, Carnegie Mellon Universityorg_over_6_4Establish and implement programs to achieve organizational objectives.Rationale: Increase the capability and effectiveness of the organization by establishing programsfor achieving organizational objectives across all functions and levels of the organization.A program is a related set of activities or projects that are managed to achieve a commonobjective. At any one time an organization is expected to have one or more programs in place tohelp it achieve defined organizational objectives (input from ). For example, anorganizational objective to �increase market share by x%� may result in one program to create anew service and another program to improve the skill level of personnel.Programs are often the means for an organization to improve processes or procedures or tointroduce innovative technology to improve organizational performance. This improves the abilityof the organization to deliver service that meets the needs of new or existing clients.Activities1.Establish the programs to achieve organizational objectives.a.Plan and provide the support for establishing the programs.b.Plan the programs.1)Identify the programs necessary for achieving organizational objectives.2)Determine objectives for each program and align with organizational objectives (inputfrom org_over_1_3).3)Identify the stakeholders that are affected by the programs.4)Develop a business case for each program, using input from identified stakeholders.5)Prioritize and select programs to pursue based on business case and organizationalobjectives (input from org_over_1_3).6)Estimate the programs.a)Determine the activities required to achieve program objectives.b)Estimate the resources required for each program, including the effort andtimeframe required for each activity.c)Determine milestones and planned progress reviews.d)Determine attributes to be monitored (output to org_over_11_4).e)Determine monitoring methods and duration of monitoring for program activities(output to org_over_11_4).7)Create the program plans.a)Create a schedule of program activities.b)Determine resources needed to implement each program (uses activities inorg_over_4_2, ppl_over_4_2, ppl_over_7_2, km_over_3_3).c)Document personnel assignments in the plans (uses activities in org_over_4_2,ppl_over_4_2, ppl_over_7_2, km_over_1_2).

� Copyright 2002, Carnegie Mellon University1org_over_6_48)Review the program plans.a)Review the plans for correctness, clarity, and adequacy.b)Obtain approval of the plans.c)Communicate the plans to relevant stakeholders (output to org_over_11_4).d)Periodically review and revise the plans, as appropriate (input from org_over_11_4;uses activities in ops_over_2_2).2.Implement the programs.a.Communicate the programs to the appropriate personnel.b.Provide the support for implementation of the programs.c.Implement the programs according to the plan.3.Verify whether programs are being implemented as planned (uses activities in org_over_11_4).Supplemental InformationActivity 1b1. Programs are typically identified based on an analysis of improvement opportunities(input from km_over_8_3, km_over_4_3, org_over_16_3, ppl_over_13_4, org_over_9_4), orbased on an identified need to build or enhance capabilities within the organization (inputfrom km_over_9_3, tech_over_5_4, ppl_over_3_3). For instance, the organization mayreceive feedback (input from km_over_8_3) that points out a needed organizationalimprovement. Another example is that the organization may decide, based on itsorganizational objectives, to implement innovative technology across several parts of theorganization.Examples of improvement opportunities include modifying organizational procedures,standards and processes based on benchmark analysis (input from org_over_9_4).Activity 1b4. Business cases should be based on an analysis of costs, benefits, and resourceconstraints.Activity 1b5. Dependencies between programs should also be considered when establishingpriorities. For instance, a training program to build new workforce competency may need tobe completed before initiating a program to market a new service based on that competency.Attributes to Measure• Program status relative to plan• Program effectiveness• Program implementation effectiveness• Program return on investment

14� Copyright 2002, Carnegie Mellon Universityorg_over_7_3Establish and implement procedures to capture and analyze performancemeasures.Rationale: Control and improve organizational performance in part by using measurement toeffectively and objectively monitor performance.Procedures for capturing and analyzing performance measures support the ability of theorganization to effectively and consistently measure the key attributes that impact performanceand to make decisions based on the results of those measures. Using well-defined performancemeasures as a basis for making management decisions helps to ensure consistency andrelevance of decisions. This enables the organization to make performance improvements thatincrease efficiency and effectiveness of service delivery.This Practice expands on measurements established in ops_over_2_2. While the focus ofops_over_2_2 is on establishing measures that help the organization to determine whetheroperational commitments are being satisfied, the focus of is on establishingmeasures that help the organization effectively manage and improve its performance. Resourceconsumption data (input from km_exe_1_2) is a primary source of data that is used to determinethe efficiency of the organization�s performance.Activities1.Establish the procedures for capturing and analyzing performance measures.a.Plan and provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for capturing and analyzing performance measures.2)Defining roles, responsibility and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Defining the attributes to be measured to determine if organizational and engagementobjectives are met (input from org_over_1_3, ops_over_2_2).4)Defining and documenting the performance measures for the attributes.5)Defining and documenting the methods used for measuring the defined attributes.6)Defining ranges of acceptable performance for each of the measures.7)Gathering performance measures for the defined attributes.8)Periodically reviewing organizational performance against defined criteria.a)Comparing performance measures against defined ranges of acceptableperformance.b)Determining reliability and accuracy of data used for the measures.9)Identifying gaps between actual and expected performance and taking correctiveactions, as appropriate (output to org_over_10_3).10)Communicating the performance measures and actions taken to relevantstakeholders.

� Copyright 2002, Carnegie Mellon University1org_over_7_32.Implement the procedures for capturing and analyzing performance measures.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the procedures.c.Communicate the procedures to the relevant stakeholders.d.Capture and analyze performance measures according to the procedures.3.Maintain and verify the procedures for capturing and analyzing performance measures.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2).b.Verify consistency of implementation of the procedures across the organization, and takeaction as appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1b4. Performance measures relate to both the effectiveness in achieving intendedobjectives and the efficiency of the procedures or programs. Measures may be either directmeasures or computed measures. Computed measures are derived based on two or moredirect measures, and are in the form of ratios, indices, etc. Measures of performance includecustomer satisfaction, service quality, and productivity.Activity 1b7. Examples of tools used to gather performance measures are software programs andstandard templates. Examples of automatically captured measures are time-stamped activitylogs and process-generated data.Attributes to Measure• Measurement status relative to plan• Measurement cost• Pervasiveness of measurement compliance• Use of measurement analyses

14� Copyright 2002, Carnegie Mellon Universityorg_over_8_4Define capability baselines for the organization by analyzing performancedata.Rationale: Predict performance, make accurate estimates, and improve the quality of services, inpart, by using capability baselines.Well-defined capability baselines enable the organization to effectively compare currentperformance against past performance and make decisions about how to improve capabilities aswell as effectiveness and efficiency of service delivery. A statistically significant capabilitybaseline provides a basis for the organization to evaluate whether performance deviations arewithin expected ranges or whether they represent exceptions that need to be investigated andresolved. This provides a firm basis for determining how to allocate resources to investigateissues and make organizational improvements.This Practice expands on measurements established in . While the focus of is on establishing measures that help the organization effectively manage andimprove its performance, the focus of is on establishing performance baselines forspecific organizational capabilities. This is done through statistical process control techniquesthat may not necessarily be employed in but that do rely on historical performancedata that would be gathered from that Practice.Activities1.Plan and provide the support for defining capability baselines.2.Define capability baselines by analyzing performance data.a.Determine the capabilities that should be baselined.1)Review organizational and engagement objectives (input from org_over_1_3,ops_over_1_2).2)Review performance measures and standards (input from org_over_7_3).3)Determine scope and types of baselines that should be developed based on thereviews.4)Define the frequency for conducting each type of baseline.b.Identify the performance measures that should be used for the capability baselines (inputfrom org_over_7_3).c.Gather performance data for identified measures (input from org_over_7_3).d.Analyze performance measures to derive capability baselines (output to org_over_9_4).e.Periodically review data from performance measures and update the capability baselines,as appropriate.f.Benchmark organizational performance (uses activities in org_over_9_4).g.Communicate the capability baselines to relevant stakeholders.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice, and take action as appropriate (usesactivities in org_over_10_3).

� Copyright 2002, Carnegie Mellon University1Supplemental InformationActivity 2a3. A separate capability baseline should be developed whenever there are substantialdifferences in services characteristics. Examples of service characteristics includeinfrastructure used to design, deploy or deliver the service; personnel competencies; and,client location.Activity 2d. Organizational capability baselines can include time-to-deliver, time-to-respond,number of defects, and cost.Attributes to Measure• Use of baseline data• Current performance relative to baselines• Baseline update status relative to plan• Changes in baselines over timeorg_over_8_4

14� Copyright 2002, Carnegie Mellon Universityorg_over_9_4Benchmark organizational performance against comparative data fromexternal and internal sources.Rationale: Identify opportunities for improvement by benchmarking organizational performanceagainst performances by comparable organizations, both external and internal to the serviceprovider.Use of benchmark data allows the organization to objectively evaluate its performance againstcomparable organizations and determine areas for improvement. Improvement can focus onexpanding competitive advantage (i.e., for areas where benchmark results already show that theorganization�s performance is better than other organizations) or on addressing weaknessesidentified. This benchmark data, when evaluated against the organization�s performancebaselines, provides a firm basis for determining how to allocate resources to make organizationalimprovements.This Practice is tightly coupled with . The focus of is on establishingperformance baselines for specific organizational capabilities (i.e., defining the currentperformance level of the organization for each capability). The focus of is oncomparing that baseline data with defined benchmarks in order to identify improvements thatneed to be taken.Activities1.Plan and provide the support for benchmarking organizational performance.2.Benchmark organizational performance against comparative data from external and internalsources.a.Identify attributes to benchmark based on organizational objectives (input fromorg_over_1_3).b.Identify external and internal performance data to be used for benchmarking (input fromorg_over_7_3).c.Gather external and internal performance data (input from org_over_7_3).d.Create a benchmark for each identified attribute from external and internal performancedata.e.Compare data from capability baselines and benchmarks (input from org_over_8_4) andidentify deviations in performance (output to org_over_15_4, ops_over_7_4,tech_over_5_4).f.Determine acceptable variations in baselines.g.Set goals for performance levels to be achieved.h.Initiate improvement programs for areas of operation in which the current performancelevels are not meeting organizational goals (uses activities in org_over_6_4).i.Communicate the results of the benchmarking to relevant stakeholders.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice, and take action as appropriate (usesactivities in org_over_10_3).

� Copyright 2002, Carnegie Mellon University1Supplemental InformationAttributes to Measure• Amount of benchmarking• Comprehensiveness of benchmarking• Performance improvements motivated by benchmarksorg_over_9_4

14� Copyright 2002, Carnegie Mellon Universityorg_over_10_3Establish and implement procedures to periodically review theorganization�s performance.Rationale: Provide visibility about performance in order to enable management to take correctiveaction when the organization�s performance deviates from acceptable performance levels.A procedure for conducting performance reviews supports the ability of the organization toconsistently and effectively review important performance attributes. Periodic reviews arerequired to provide adequate visibility to management on how actual performance compares torequired performance levels. This enables the organization to take corrective action in case ofdeviations, which aids in meeting client requirements.Activities1.Establish the procedures for reviewing the performance of the organization.a.Plan and provide the support for establishing the performance review procedures.b.Document the procedures. These procedures address:1)Describing the purpose for reviewing the performance of the organization.2)Defining roles, responsibility and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Determining sources of input, including relevant stakeholders, for the performancereview.4)Identifying attributes of organizational performance to review (input fromorg_over_1_3).5)Obtaining inputs for reviewing the organization’s performance from the relevantstakeholders.6)Planning the reviews at the appropriate levels.7)Reviewing the organization’s performance at predefined intervals or on an event-drivenbasis (input from org_over_7_3; output to org_over_1_3).8)Verifying consistency of the implementation of procedures, policies, standards andprocesses across the organization, and taking action as appropriate.9)Documenting the findings of the review and communicating them to relevantpersonnel.

� Copyright 2002, Carnegie Mellon University1org_over_10_32.Implement the procedures for reviewing the performance of the organization.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the performance review procedures.c.Communicate the procedures to the appropriate personnel.d.Review the performance of the organization, according to the procedures.3.Maintain and verify the procedures for reviewing the performance of the organization.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction if required.Supplemental InformationActivity 1b3. Inputs required for an organization-wide review include results of key performancemeasures, results of verification activities, status of programs implemented and theireffectiveness, results of client perception and client feedback activities, results of personnelfeedback activities, and status of preventive actions taken.Activity 1b4. The areas to be reviewed include the organization�s overall performance, contract-specific performance, program-level performance, and performance in other specific areas,including technology and user perception. The types of reviews include progress reviewsand milestone reviews.Attributes to Measure• Amount of reviews• Coverage of reviews• Effectiveness of reviews• Results of reviews

14� Copyright 2002, Carnegie Mellon Universityorg_over_11_4Establish and implement procedures to verify whether organizationalprograms are being executed as planned.Rationale: Ensure that organizational programs are being executed as planned in order to controland improve their performance in an orderly and systematic fashion.A procedure to track progress of organizational programs against plans supports the ability of theorganization to consistently and effectively determine whether programs are achieving objectives.Periodic reviews of programs are required to provide adequate visibility to management onwhether planned benefits are being achieved. This enables the organization to take correctiveaction in case of deviations, which aids in achieving planned objectives.This Practice is closely related to org_over_6_4 where the program plans and related businesscases are created. In org_over_11_4 performance is tracked against those plans and businesscases to help ensure that programs are executed as planned and benefits anticipated in thebusiness case are being achieved.Activities1.Establish the procedures for verifying execution of organizational programs according to plan.a.Provide the support for establishing the program execution verification procedures.b.Document the procedures. These procedures address:1)Describing the purpose for verifying execution of organizational programs according toplan.2)Defining roles, responsibilities, and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Determining dispute handling and escalation methods.4)Tracking program activities against the plan using the defined monitoring methods(input from org_over_6_4).5)Monitoring achievement of benefits in, and relevance of, the business cases.6)Identifying and tracking to closure actions to be taken when activities and benefits donot meet required outcomes.7)Communicating actions taken to relevant stakeholders.8)Updating business cases and programs based on monitoring and tracking activities, asappropriate (output to org_over_6_4).2.Implement the procedures for verifying execution of organizational programs according to plan.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the procedures.c.Communicate the procedures to the appropriate personnel.d.Verify organizational programs are executed as planned, according to the procedures.

� Copyright 2002, Carnegie Mellon University1org_over_11_43.Maintain and verify the procedures for verifying execution of organizational programsaccording to plan.a.Maintain and periodically review the procedures and actions taken to implement theprograms (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction as appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 2b. Verification is conducted by internal personnel or by qualified external auditors. Tomake sure the review is objective the identified personnel should not be involved in theprograms being verified.Attributes to Measure• Verification status relative to plan• Action item status

14� Copyright 2002, Carnegie Mellon Universityorg_over_12_3Establish and implement procedures to manage client relationships.Rationale: Develop and manage relationships with current and prospective clients in order to fullyunderstand client needs and to foster an effective long-term relationship.A procedure for managing client relationships supports the ability of the organization toconsistently and effectively understand client needs and use them as the basis for deliveringservice and positioning the organization. An effective relationship with existing clients helps theorganization to understand changing client needs and to proactively determine how to addressthose needs while also addressing organizational objectives. An effective relationship withprospective clients helps the organization to understand potential needs in the market and toposition its capabilities to prepare to meet those needs.Activities1.Establish the procedures for managing client relationships.a.Plan and provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for managing client relationships.2)Defining roles, responsibilities, and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Identifying key contact personnel for the organization, current and prospective clients,and the organization�s subcontractors and vendors.4)Determining the contact personnel�s roles, responsibilities and authorities in regard tothe sourcing relationship (uses activities in org_over_5_3).5)Developing a business case that describes how the organization will support theclient�s organizational and business objectives (input from km_over_7_3,km_over_9_3, km_pre_1_3; output to ops_pre_3_2).6)Developing relationships with client contact personnel (output to ppl_pre_1_3).a)Identifying target roles for relationship building (input from km_pre_1_3).b)Determining relationship goals for each identified target.c)Aligning the relationship goals with organizational objectives (input fromorg_over_1_3).d)Identifying activities needed for building and maintaining the relationships (inputfrom km_over_8_3, km_over_9_3).7)Providing regular channels of communication with the client.a)Determining preferred communication methods and media for each contact.b)Communicating the business case.

� Copyright 2002, Carnegie Mellon University1org_over_12_3c)Facilitating communications between client and the organization�s subcontractors and vendors, asappropriate.d)Identifying and making available, the information required by present and prospective clients.e)Obtaining feedback from contacts on the status of the relationship.8)Monitoring the status of the relationships.a)Tracking actions taken based on feedback and requests from clients, taking action as appropriate.b)Monitoring achievement of benefits in the business case, and relevance of the business case.2.Implement the procedures for managing client relationships.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the procedures.c.Communicate the procedures to the appropriate personnel.d.Manage client relationships according to the procedures.3.Maintain and verify the procedures for managing client relationships.a.Maintain and periodically review the procedures and actions taken to implement the procedures (usesactivities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and take action asappropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1b3. The organization should ensure that it is not dependent on a single contact person for anyrelationship. This will help to mitigate risk in the event that a contact is unreachable. Similarly, in order tobuild an effective relationship with the client, the organization should provide backup contact personnel.This will help ensure that the client is always able to reach someone when necessary.Activity 1b5. The business case should cover the value the organization is providing to the client. It shouldinclude measures of success that allow the organization to quantitatively measure value delivered to theclient.Activity 1b6. Relationships have both a formal and an informal component. While both the organization andthe client often explicitly recognize the formal component (e.g., an account lead is assigned as a point ofcontact to a client executive), it is often advantageous to supplement this with informal relationshipbuilding (e.g., finding out about client personnel�s personal interests and hobbies, or keeping a record ofclient birthdays and special events).Activity 1b6a. Target roles in the client organization typically include senior executives (e.g., CEO, CIO, CFO)and other members of client management who have a significant impact on the relationship (e.g., vicepresident of purchasing).Activity 1b6b. Relationship goals typically change over the length of the relationship. Initial goals may includelearning more about the personal career objectives and decision-making style of the person. Later goalsmay include becoming a trusted advisor and gaining insight about future business direction.Attributes to Measure• Coverage of relationship• Relationship effectiveness• Client satisfaction with relationships

14� Copyright 2002, Carnegie Mellon Universityorg_over_13_2Establish and implement disaster recovery procedures.Rationale: Prepare for possible disasters to minimize their impact on the organization�s ability toprovide expected services to its clients.Disaster recovery procedures support the ability of the organization to consistently and effectivelyprepare for, and react to, disasters that may affect service delivery. Effective disaster recoveryenables the organization to continue to provide acceptable service to clients during significantfailures of infrastructure or facilities. Preparation covering service delivery, security,confidentiality, protection of intellectual property, and safety of personnel helps provideconfidence to the client in the ability of the service provider to react effectively to adversesituations.Activities1.Establish the procedures for disaster recovery.a.Provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for disaster recovery.2)Gathering input from all relevant stakeholders in order to identify potential disasters.3)Classifying potential disasters based on an analysis of potential impacts.4)Ensuring identified potential disasters incorporate security and confidentiality threatsand risks identified through risk management (input from org_over_2_2, org_over_3_2,org_exe_3_2, ops_over_8_2).5)Determining methods to reduce effects of potential disasters.6)Creating a plan for the organization�s response to potential disasters, includingactivities needed to recover resources and coordinate and communicate with allstakeholders in the event of a disaster.7)Ensuring that the disaster recovery procedures are in compliance with theorganization�s policies on security, confidentiality and protection of intellectualproperty, as well as the requirements for security and confidentiality (input fromorg_over_2_2, ops_over_8_2).8)Identifying and documenting any disaster recovery actions taken, and tracking them toclosure.9)Testing the effectiveness of the recovery plans at regular intervals, taking correctiveaction as appropriate.

� Copyright 2002, Carnegie Mellon University1org_over_13_22.Implement the procedures for disaster recovery.a.Provide the support for implementation of the disaster recovery procedures.b.Communicate the procedures to the relevant stakeholders.c.Respond to, and recover from disasters, according to the procedures.3.Maintain the procedures for disaster recovery and periodically review the procedures andactions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. Identified disasters are typically classified as external (e.g., natural, infrastructure,political, sabotage, etc.) or internal (e.g., technological, accidents, and intentionally carriedout disruptions such as strikes).Activity 1b3. The identified events may be prioritized based on systematic evaluations includingcalculating the cost of outage, the impact on personnel morale and confidence, the legalimplications, the impact on corporate image, and the impact on credibility with clients andinvestors.Activity 1b5. Examples of methods include establishing redundancies in technology infrastructure(input from tech_exe_1_2), provisioning alternative sites to ensure continuity of operations incase of failure of the primary site, providing fire-fighting equipment, regular back-ups, off-sitestorage, and installing fire alarms.Activity 1b6. An organization�s response to disasters will typically be documented in the form of aplan for disaster recovery and business continuity. This plan will include identified events thathave an adverse impact on the service design, deployment, and delivery activities; theplanned response in case the event occurs; the personnel responsible; additional resourcesto be made available; and a communication and coordination plan.Activities to be carried out include a clear identification of possible disruption to service, atimeframe for recovery, reviving the critical functions of the organization, and communicatingwith all the relevant stakeholders. Indicate the time and effort required for the activitiesdefined.When planning, prioritize the identified disasters and the organizational functions to betargeted for recovery, in case of a disaster. Responses to disaster should maintain aneffective work environment (input from ppl_over_7_2) and continue to provide resourcesneeded for required service-related and support activities (input from org_over_4_2).Attributes to Measure• Efficiency of recovery procedures• Effectiveness of recovery procedures• Disaster recovery test results• Actual disaster recovery implementation results

14� Copyright 2002, Carnegie Mellon Universityorg_over_14_3Establish and implement procedures to manage risks across clientengagements.Rationale: Use a planned approach for managing risks to reduce their impact and provide clientswith confidence in the organization�s ability to maintain desired service levels.Risk management procedures support the ability of the organization to consistently andeffectively identify, assess, and mitigate risks. Effective identification and assessment of risksenables the organization to take mitigating actions to prevent or lower the likelihood of the riskfrom occurring or to lower the impact of the risk should it occur. This improves the ability of theorganization to be able to provide an appropriate level of service despite the occurrence ofproblems. Effective management of risks improves the confidence of the client in the ability of theservice provider to maintain needed services and service levels. Management of risks acrossmultiple engagements allows the organization to balance risks from one part of the organizationacross a portfolio of engagements.This Practice expands on risk management activities performed in org_exe_3_2. The focus oforg_exe_3_2 is more narrowly defined as risk management of those risks that impact servicedelivery. The focus of org_over_14_3 is broadened to cover more than just the contractexecution phase and includes management of risks across multiple client engagements. There isan added requirement that risk management activities be formally documented in a procedure.Activities1.Establish the procedures for managing risk across client engagements.a.Plan and provide the support for establishing the risk management procedures.b.Document the procedures. These procedures address:1)Describing the purpose for managing risk across client engagements.2)Defining roles, responsibility and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Identifying risks for a particular market, client, or contract, as appropriate, including therisks identified in the risk policy (input from org_over_3_2, org_pre_3_2; output toops_exe_6_3).4)Assessing the identified risks across contracts for their impact to the organization.5)Prioritizing and determining how to respond to the identified risks.6)Aligning the risk responses with organizational objectives (input from org_over_1_3).7)Estimating the costs involved in responding to identified risks.8)Monitoring the probability of occurrence of risks and the mitigation actions taken,tracking any actions taken to closure.9)Communicating identified risks, risk response and risk actions to relevantstakeholders.2.Implement the procedures for managing risk across client engagements.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the risk management procedures.c.Communicate the procedures to the appropriate personnel.d.Manage risk across client engagements, according to the procedures.

� Copyright 2002, Carnegie Mellon University1org_over_14_33.Maintain the procedures for managing risk across client engagements.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction if required (uses activities in org_over_10_3).Supplemental InformationActivity 1b3. The risks identified that are specific to a contract include technology reliability,inadequacies in skill sets, security, technology obsolescence, a client defaulting on meetingits responsibilities, inaccurate estimation of work effort and related delivery schedules, andinsufficient resources, such as personnel.Activity 1b4. Risks are assessed to determine how likely they are to occur, and how vulnerableeach contract is to the identified risks. From this assessment the organization can determinewhether it can eliminate or mitigate the risk (e.g., through training or technology upgrades) oraccept the risk (e.g., when the risk has little effect on the outcome of the contract).Contingency plans are executed based on previously identified events and cover actions tobe taken in case of the occurrence of the identified risk.One strategy to mitigate risks across the organization is to have a portfolio of contracts withdifferent risk attributes and probabilities.Activity 1b7. For every identified risk, the organization should calculate the cost of exposure tothe risk, the cost of mitigating the risk, and the cost of the mitigated risk. Mitigation of the riskshould occur only if the costs of mitigating the risk are less than, or equal to, the cost ofexposure to that risk.Attributes to Measure• Risks identified• Return on investment on risk management activities

14� Copyright 2002, Carnegie Mellon Universityorg_over_15_4Proactively identify value creation opportunities and communicate them tothe client.Rationale: Create value for clients in order to improve the organization�s relationship with itsclients and build new business opportunities.Regularly and proactively looking for opportunities to help clients meet their business objectiveshelps the organization to build a long-term relationship with the client. A focus on helping theclient to meet their changing business objectives contributes to client satisfaction and helps tomake the organization a valued business partner. New opportunities identified may also lead toincreased business opportunities for the organization.The term value creation is used to refer to opportunities that increase the business benefit to theclient. In the context of this Practice, value creation refers to more than adding value through theservice delivery that the organization is already providing: it extends to identifying opportunities tohelp the client achieve even greater business value. It includes looking for innovative businessarrangements, technologies, or other opportunities that create additional value for the client andhelp the client to achieve its business objectives.Activities1.Provide the support for identifying and communicating value creation opportunities.2.Identify and communicate value creation opportunities.a.Gather information about client�s business objectives and communicate to appropriatepersonnel (uses activities in km_over_7_3).b.Establish methods for proactively monitoring value creation opportunities for the client.1)Identify types of value creation opportunities to be monitored.2)Identify sources of information to be monitored (input from ppl_over_1_4,tech_over_5_4, org_over_9_4).3)Determine frequency of monitoring.c.Identify value creation opportunities (input from org_over_16_3, org_over_9_4,tech_over_5_4)d.Determine potential impact of identified opportunities.1)Develop an organizational business case for each opportunity.2)Prioritize opportunities based on the business case and organizational objectives(input from org_over_1_3).3)Select the opportunities to pursue based on the priorities.4)Identify clients who will benefit from the opportunities.5)Develop a client business case for each selected opportunity (input fromkm_over_7_3).e.Communicate identified opportunities, business cases and impact analysis to clients(output to org_over_12_3).

� Copyright 2002, Carnegie Mellon University1org_over_15_4f.Obtain agreement with relevant stakeholders on potential changes to service or servicelevels to be pursued based on identified opportunities.g.Initiate potential changes to services or service levels based on agreed upon opportunities(output to ops_exe_11_2).Supplemental InformationActivity 2b. Types of value creation opportunities can include technology (uses activities intech_over_5_4), processes, tools, personnel management approaches, training, andbusiness models.Activity 2b2. Sources of information can be both internal (e.g., similar service offerings) andexternal (e.g., industry innovations).Activity 2d1. The organizational business case must show a compelling need for change in termsthat are quantifiable. Each opportunity being analyzed should include a description of thevalue derived and a preliminary timeline that outlines the sequence of potential programs thatcan be undertaken to achieve that value.Activity 2d5. The client business case may include customizing the service being offered to theclient.Attributes to Measure• Value created• Value creation opportunities• Return on investment on value creation activities

14� Copyright 2002, Carnegie Mellon Universityorg_over_16_3Make improvements based on reviews of organizational performance.Rationale: Use the knowledge gained from performance reviews to identify opportunities forimproving organizational performance and increasing stakeholder value.An organizational focus on continuous improvement helps to increase satisfaction of stakeholdersand increase the performance of the organization. Improvements can build upon existingstrengths to continue to differentiate the organization; they can also address weaknesses that arecausing problems with performance, morale, satisfaction or other aspects of service delivery.Activities1.Plan and provide the support for identifying opportunities for improvement based on reviews oforganizational performance.2.Identify opportunities for improvement based on reviews of organizational performance.a.Identify sources and classes of information needed to identify opportunities forimprovement (output to km_over_3_3).1)Identify types of information to gather to identify opportunities for improvement.2)Determine sources of identified information from previous and current sourcingexperiences (input from org_over_7_3, org_over_10_3, ops_over_2_2, ops_over_6_3,ops_exe_6_3, tech_exe_2_3, km_over_4_3, km_over_8_3, km_exe_1_2).b.Gather information used to identify opportunities for improvement.c.Analyze information gathered about previous and current sourcing experiences.d.Identify opportunities for organizational improvement.e.Develop a business case for each opportunity.f.Prioritize the opportunities to pursue based on the business cases and organizationalobjectives (input from org_over_1_3).g.Select the opportunities to pursue based on the priorities.h.Create a plan for organizational improvement.1)Identify the activities needed to make improvements.2)Create a schedule of improvement activities.3)Determine resources needed to make improvements (uses activities in org_over_4_2,ppl_over_4_2, ppl_over_7_2, km_over_2_2).

� Copyright 2002, Carnegie Mellon University1org_over_16_34)Review the plan for correctness, clarity, and adequacy.5)Obtain approval of the plan.i.Communicate the plan to relevant stakeholders.j.Monitor the achievement of benefits in the business case, and relevance of the businesscase.k.Periodically review the status of improvement actions and the resulting benefits.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice across the organization, and take actionas appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 2a2. Information sources include stakeholder feedback, analysis and review, andmonitoring and measuring activities.Activity 2d. Opportunities can include revising organizational standards, policies and procedures.Activity 2k. The organization may decide to reprioritize (including eliminating a set ofimprovement activities) if the benefits expected from the business case are not beingachieved.Attributes to Measure• Improvement status relative to plan• Benefits of improvement programs initiated on the basis of review

14� Copyright 2002, Carnegie Mellon Universityorg_pre_1_3Establish guidelines for negotiations with current or prospective clients.Rationale: Establish negotiation guidelines to aid internal coordination and help ensure thatnegotiation results in an agreement support the business objectives of both the organization andthe client.Formal negotiation guidelines support the ability of the organization to consistently and effectivelyconduct negotiations with clients. Having these guidelines allows the organization to have astructured approach to negotiation, which can improve the client�s confidence in the organization.Guidelines also help to protect the organization from legal or performance issues by ensuring thatnecessary aspects of negotiations are covered.This Practice is related to ops_pre_4_2, which covers one aspect of negotiations. While thefocus of ops_pre_4_2 is on formal identification of topics that need to be discussed duringnegotiations, org_pre_1_3 is broader and covers establishing formal guidance on all aspects ofclient negotiation. Identification of topics to be discussed during negations is one aspect that iscovered by this guidance.Activities1.Plan and provide the support for establishing guidelines for negotiations with current orprospective clients.2.Establish guidelines for negotiations with existing or potential clients. The guidelines address:a.Describing the purpose for establishing guidelines for negotiations with existing or potentialclients.b.Defining roles and responsibilities and authorization of the personnel or teams responsiblefor negotiating with current or prospective clients (uses activities in org_over_5_3).c.Determining a schedule for negotiations.d.Identifying an initial set of negotiation topics based on prior negotiations, existingorganizational guidelines, policies and procedures, organizational objectives, marketinginformation about services being offered (e.g., market sector and service), and informationknown about the client (input from org_over_1_3, org_over_2_2, org_over_3_2,ops_pre_1_2, ops_pre_4_2, km_over_7_3, km_pre_1_3).e.Determining which topics to cover in a particular negotiation (output to ops_pre_4_2).f.Updating topics during a negotiation.g.Reviewing status of topics during negotiation.h.Aligning the negotiation guidelines with organizational objectives (input fromorg_over_1_3).i.Communicating the guidelines to relevant personnel (output to ppl_pre_1_3 andppl_pre_2_2).

� Copyright 2002, Carnegie Mellon University1org_pre_1_33.Maintaining and periodically reviewing the guidelines for negotiations with current orprospective clients and the use of the guidelines (uses activities in ops_over_2_2; input fromorg_over_7_3).4.Verifying consistency of implementation of the guidelines across negotiations, and takingaction as appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 2e. Negotiation topics can vary based on previous relationship with the client,geographical or cultural differences, legal situations, and market conditions.Attributes to Measure• Pervasiveness of guideline awareness among expected users• Pervasiveness of guideline training among expected users• Pervasiveness of guideline understanding among expected users• Effectiveness of guidelines

14� Copyright 2002, Carnegie Mellon Universityorg_pre_2_2Establish guidelines for pricing services.Rationale: Establish pricing guidelines that aid internal coordination and help ensure that pricingis aligned with the business objectives of both the organization and the client.Formal guidelines for pricing support the ability of the organization to consistently and effectivelydetermine pricing for services offered. Pricing of services, based on organizational andengagement objectives, should result in effective and rapid response to client�s requests for aproposal. Pricing guidelines also enable an organization to identify and address trade-offsbetween cost and service levels and work with the client to understand these trade-offs. Thishelps to ensure that expectations of the client and the organization are understood.Activities1.Provide the support for establishing pricing guidelines.2.Establish pricing guidelines. These guidelines address:a.Describing the purpose for establishing pricing guidelines.b.Defining and documenting the pricing guidelines based on business objectives and markettrends (input from ops_over_1_2).1)Defining pricing models for different types of services.2)Defining roles and responsibilities and authorization of the personnel or teamsresponsible for estimating and approving the charges for services.3)Defining criteria for reviewing and updating charges for contracted services.c.Defining and documenting how to use the pricing guidelines (output to org_pre_3_2).1)Defining criteria for the applicability of the pricing models.2)Providing guidance on estimating charges for each stage of delivery (e.g., design,deployment, and delivery).3)Providing guidance on estimating the charges for transition and termination of theservices.d.Communicating the pricing guidelines to appropriate personnel (output to ppl_over_12_2,ppl_pre_2_2, ops_pre_4_2).3.Maintaining the pricing guidelines and periodically reviewing the guidelines and the use of theguidelines (uses activities in ops_over_2_2).

� Copyright 2002, Carnegie Mellon University1org_pre_2_2Supplemental InformationActivity 2b. Business objectives related to pricing include competitive positioning, cost and qualityexpectations, technology used, and desired profit margins.Activity 2b1. Typical pricing models include fixed price, cost-plus, management fee, hourly fee,profit sharing, value-based, and performance-based pricing. Services may be priced for atask, a project or a complete business.Activity 2b3. Review of charges could occur due to changes in the nature of the service or anincrease or decrease in the quantity of the service and service levels.Activity 2c1. Criteria include duration of the service, one-time vs. repetitive delivery, skills of theperson required for delivering the service, criticality of the service outsourced, and similarexperience with the same or other clients.Activity 2c2. Guidance should cover selection of appropriate pricing models, methods forestimating resource requirements, and methods for estimating changes to pricing if the clientrequests service changes. Guidance should also ensure that service level commitments aretaken into account when estimating charges.Activity 2c3. Transition pricing can include charges for installation, integration, testing or piloting,and training. Charges related to termination can include costs for transfer of assets andpenalties.Activity 3. Review of pricing guidelines can occur in response to changes in the existing businessenvironment, changes in the consumer price index, new taxation rules, inflation, changes inbusiness objectives, and review of resources consumed in prior contracts.Attributes to Measure• Pervasiveness of guideline awareness among expected users• Pervasiveness of guideline training among expected users• Pervasiveness of guideline understanding among expected users• Effectiveness of guidelines

14� Copyright 2002, Carnegie Mellon Universityorg_pre_3_2Establish and implement procedures to create and amend contracts.Rationale: Formulate contracts that clearly address the services required, service levels, terms,conditions, and responsibilities of the client and the organization, and have flexibility to beamended if business needs change.Procedures to formulate and amend contracts support the ability of the organization toconsistently and effectively structure legal agreements with clients and amend those agreementswhen business conditions change. These procedures help ensure that the client and theorganization are able to keep pace with changes in regulatory or economic conditions withoutadversely affecting their relationships. Given the long-term nature of most sourcingengagements, implementation of procedures for contract amendments and flexibility in therelationship between the client and the organization are critical to success. Well written contractsare also critical for both the organization and client to have a clear, common understanding ofwhat services will be delivered and at what level of quality.Activities1.Establish the procedures for creating and amending contracts.a.Provide the support for establishing the contract creation and amendment procedures.b.Document the contract creation and amendment procedures. These procedures address:1)Describing the purpose for creating and amending contracts.2)Generating the contract.a)Identifying the required inputs for the contract (input from ops_pre_1_2,ops_pre_4_2 and ops_pre_5_2).b)Identifying statutory and regulatory requirements (input from ops_over_10_2).c)Identifying licensing and intellectual property requirements (inputs fromops_over_9_2, tech_over_4_2).d)Incorporating pricing for service into the contract based on the pricing guidelines(input from org_pre_2_2).e)Identifying and selecting subcontractors and vendors that will be needed in orderto deliver the service being contracted (uses activities in ops_over_3_2), asrelevant.f)Generating the contract based on the agreement with the client on the services tobe provided.3)Amending the contract.a)Identifying conditions that require contract amendments (input fromops_over_10_2 and ops_exe_11_2).b)Incorporating pricing for service based on changed conditions (input fromorg_pre_2_2).c)Generating the amendment based on the changed conditions.

� Copyright 2002, Carnegie Mellon University1org_pre_3_24)Reviewing and approving the contract and amendments.a)Ensuring the contract commitments are aligned with engagement objectives andpolicies and are able to be met by the organization (input from org_over_2_2,org_over_3_2, ops_over_1_2, ops_pre_2_2).b)Identifying and assessing risks that impact the ability of the organization to makethe proposed contractual commitments (input from org_over_3_2).c)Identifying and tracking changes to contract provisions.d)Analyzing the impact of any proposed changes and communicating them to relevantstakeholders before amending the contract.e)Making the approved changes.f)Obtaining and documenting acceptance to contract terms, or changes to thoseterms, by the organization, client, subcontractors, and vendors, as appropriate.2.Implement the procedures for creating and amending contracts.a.Provide the support for implementation of the contract creation and amendmentprocedures.b.Communicate the procedures to the appropriate people.c.Create and amend contracts, according to the procedures (output to org_exe_1_2,org_exe_3_2, ppl_exe_2_2, ops_over_3_2, ops_over_8_2, ops_exe_4_2, ops_exe_8_2,ops_post_1_2, tech_over_1_2).3.Maintain the procedures for creating and amending contracts and periodically review theprocedures and actions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. An agreement with a client may be documented in the form of a standard contractthat includes the following:• A clear description of the scope of services, performance standards such as service levelagreements and milestones, and performance measures.• Pricing schedules including personnel, infrastructure, tools, technology, software, andsubcontracting.• Key pricing terms including cost of living adjustments, and currency fluctuation.• Contract amendment mechanisms for changes including volume changes, scope changes,institutional changes like new regulations, and structural changes such as acquisitions.• Management and control of the contract including operational decision making, setting oflong-term direction, and work allocation.• Transition provisions, including timeframes and performance during transition period.• Billing and payment terms, termination provisions, and other terms and conditions.Activity 1b2d. Prices for services may differ from the guidelines based on negotiations with theclient.Activity 1b2e. Sometimes, but not always, use of subcontractors and vendors will be stated in thecontract, e.g. for alliances. Also, depending on the nature of the agreement, the organizationmay be taking over client contracts with subcontractors and vendors.Activity 1b3a. Changed conditions include changes to applicable statutes and regulations,requests for additional or more limited services, or modifications to existing services.Modifications to services may require a new round of analysis and negotiation with the client,possibly leading to an amendment of the contract.

14� Copyright 2002, Carnegie Mellon UniversityActivity 2a. Training provided to personnel involved in negotiations includes legal, operational,decision-making, conflict resolution, and team coordination.Attributes to Measure• Pervasiveness of procedure awareness among expected users• Pervasiveness of procedure training among expected users• Pervasiveness of procedure understanding among expected users• Pervasiveness of procedure adherence• Effectiveness of the procedureorg_pre_3_2

� Copyright 2002, Carnegie Mellon University1org_pre_3_2

14� Copyright 2002, Carnegie Mellon Universityorg_exe_1_2Establish and implement procedures to communicate the client’srequirements from the client interaction team to the service design anddeployment team.Rationale: Communicate the client�s requirements to the service design and deployment teamclearly and concisely to enable the designed service to meet the client’s stated and perceivedneeds.Procedures for communicating client requirements support the ability of the organization to helpensure that the service design and deployment team has an accurate understanding of theclient�s requirements before service design is begun. Effectiveness of service design anddeployment are critical to the ability of the organization to meet client requirements during servicedelivery. Personnel responsible for design and deployment need to have a clear understandingof client requirements in order to build and deploy service that meets those requirements.Activities1.Establish the procedures for communicating the client�s requirements.a.Provide the support for establishing the requirements communication procedures.b.Document the requirements communication procedures. These procedures address:1)Describing the purpose for communicating the client�s requirements.2)Defining methods and media of communication.3)Determining sources and content of information needed to be communicated aboutrequirements (input from org_pre_3_2, ops_pre_1_2).4)Ensuring that communications adhere to the organization�s policies on confidentialityand security (input from org_over_2_2), as well as client requirements forconfidentiality and security (input from ops_over_8_2)5)Defining methods for seeking and obtaining clarifications.6)Maintaining documentation on the communication from the client interaction team andacceptance by the service design and deployment team.2.Implement the procedures for communicating the client�s requirements.a.Provide the support for implementation of the requirements communication procedures.b.Communicate the procedures to the appropriate personnel.c.Communicate the client�s requirements and commitments from the client interaction teamto the service design and deployment team, according to the procedures, (input fromorg_pre_3_2, ops_pre_1_2; output to ops_exe_2_2 and ops_exe_4_2).

� Copyright 2002, Carnegie Mellon University1org_exe_1_23.Maintain the procedures for communicating the client�s requirements and periodically reviewthe procedures and actions taken to implement the procedures (uses activities inops_over_2_2).Supplemental InformationActivity 1b2. Communication methods include usage of standard templates, forms, and structuredmeetings. Structured meetings typically have an agenda, mechanisms for handling conflictsand reaching conclusions, and records of what transpired. Factors considered in choosingspecific methods include location, personnel involved, type of information exchanged, extentof details being communicated, and understandability of terms.Activity 1b6. The client interaction team should be sure that the service design and deploymentteam clearly understands the client�s requirements and the commitments made to the client.This understanding can be documented in minutes of meetings, sign-offs on interactions, andresponses to clarifications.Activity 2a. Training may include methods of effective communication to ensure that the capturedclient requirements are transferred clearly and precisely.Attributes to Measure• Pervasiveness of procedure awareness among expected users• Pervasiveness of procedure training among expected users• Pervasiveness of procedure understanding among expected users• Pervasiveness of procedure adherence• Effectiveness of the procedure

14� Copyright 2002, Carnegie Mellon Universityorg_exe_2_3Identify cultural attributes that impact the service, and implement actionsto achieve a cultural fit.Rationale: Achieve an appropriate integration of cultures between the organization and client inorder to support the close coordination necessary to meet client requirements.Cultural differences that impact success of service delivery can include differences in language,country, region, decision-making style, and other differences in backgrounds. While it is notalways necessary, or appropriate, for the organization to change its culture to that of the client, itis important to achieve a fit between those cultures to allow for effective service delivery. In somecases, cultural attributes may be specifically required for the contract (e.g., language and accentfor call center engagements). In other cases, the organization and client may need to acceptdifferences and identify ways to work together effectively (e.g., if the organization has ahierarchical decision-making style and the client has a consensus decision-making style).Cultural differences can have a significant impact on service delivery, particularly forengagements that cross geographic boundaries. Being aware of the attributes that impactservice delivery, and taking appropriate action to achieve a cultural fit, are critical for success ofthese engagements. Effectively addressing cultural differences improves client satisfaction andenables personnel to work together effectively.Activities1.Plan and provide the support for initiating actions to achieve a cultural fit.2.Initiate actions to achieve a cultural fit.a.Capture information on cultural attributes that are important to ensure success of theorganization and success of the engagement (input from ops_pre_1_2, org_pre_3_2).b.Create a plan and identify actions required to achieve a cultural fit.c.Align actions taken to achieve a cultural fit with engagement and organizational objectives(input from org_over_1_3, ops_over_1_2).d.Obtain feedback on the plan from all relevant stakeholders, updating the plan asappropriate.e.Communicate the plan to relevant stakeholders.f.Implement the plan to achieve a cultural fit.g.Obtain the client’s feedback on the effectiveness of the implementation of the plan (usesactivities in km_over_8_3).h.Identify additional actions to be taken based on the analysis of the feedback, and track toclosure any actions initiated.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice across the organization, and take actionas appropriate (uses activities in org_over_10_3).

� Copyright 2002, Carnegie Mellon University1org_exe_2_3Supplemental InformationActivity 2a. This includes attributes specific to a market sector or geographic area where theorganization conducts, or intends to conduct business. Examples of attributes includelanguage (e.g., accent and vocabulary), symbolism (e.g., colors and graphics), and socialand behavioral aspects (e.g., actions or words to be avoided).Activity 2b. Actions can include training (uses activities in ppl_over_5_3) and guidelines onappearance (e.g., dress and grooming). Organizational personnel affected by the actionstaken to achieve a cultural fit are all personnel who interact with clients, prospective clients,and end-users and any other personnel who design, deploy, deliver, and support theservices.Attributes to Measure• Pervasiveness of procedure awareness among expected users• Pervasiveness of procedure training among expected users• Pervasiveness of procedure understanding among expected users• Pervasiveness of procedure adherence• Effectiveness of the procedure

14� Copyright 2002, Carnegie Mellon Universityorg_exe_3_2Identify, assess, and manage risks specific to executing the contract.Rationale: Manage risks to reduce their impact and provide clients with confidence in theorganization�s ability to maintain desired service levels.Effective identification and assessment of risks enables the organization to take mitigating actionsto prevent or lower the likelihood of the risk from occurring or to lower the impact of the riskshould it occur. This improves the ability of the organization to be able to provide an appropriatelevel of service despite the occurrence of problems. Effective management of risks improves theconfidence of the client in the ability of the service provide to maintain needed services andservice levels.Activities1.Provide the support for identifying, assessing, and managing contract-specific risks.2.Identify, assess and manage contract-specific risks.a.Identify risks for each contract (input from org_pre_3_2, ops_over_10_2) based on therisks identified in the risk policy (input from org_over_3_2).b.Assess the identified risks for their impact to the organization.c.Prioritize and determine how to respond to the identified risks.d.Incorporate responses in disaster recovery plans, as appropriate (output toorg_over_13_2, tech_over_2_2).e.Align the risk responses with engagement objectives (input from ops_over_1_2).f.Monitor the probability of occurrence of risks and the mitigation actions taken, tracking anyactions taken to closure.g.Communicate identified risks, risk response, and risk actions to relevant stakeholders.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2).Supplemental InformationActivity 2a. The risks identified that are specific to execution of a contract include reliability andsuitability of technology, adequacy of skill pool and security, failure of a client in meeting itsresponsibilities, accuracy in estimation of delivery schedules, and sufficiency of resources,such as personnel.

� Copyright 2002, Carnegie Mellon University1org_exe_3_2Activity 2b. Risks are assessed to determine how likely they are to occur, and how vulnerableexecution of the contract is to the identified risks. Risks should be assessed on bothqualitative and quantitative criteria. Qualitative criteria used typically include severity of risks,likelihood of occurrence, and impact of risk. Quantitative criteria may include expectedmonetary value, statistical sums, and quantified risk tolerances.Activity 2c. From the risk assessment the organization can prioritize the risks and determinewhether to eliminate or mitigate the risk (e.g., through training, upgrading technology) oraccept the risk (e.g., when the risk has little effect on the outcome of the contract).• Eliminating a risk is removing the probability of encountering an adverse event bypredicting the event and implementing preventative actions.• Mitigating a risk includes reducing the intensity of impact of future events that mayjeopardize the success of a project or the achievement of a goal, by incorporatingalternative approaches and buffers in schedules, or providing stand-by resources.• Accepting a risk is acknowledging that an identified risk is inevitable, or low cost, andincorporating its occurrence into the planning process for the contract. An example ofaccepting a risk is extending the credit period for a prospective client during negotiationsbecause acquiring that client is key to the organization�s business objectives.Contingency plans are initiated based on previously identified events and cover actions to betaken in case of the occurrence of the identified risk.Attributes to Measure• Effectiveness of risk identification activity• Recency of risk identification• Risks identified

14� Copyright 2002, Carnegie Mellon Universityppl_over_1_4Establish and implement a policy to encourage and support innovation andentrepreneurship across the organization.Rationale: Demonstrate an approach to innovation and entrepreneurship that leads tobreakthrough improvements and delivers improved value to clients.A documented policy demonstrates management commitment to innovation andentrepreneurship. Encouraging personnel to adopt innovative approaches for achievingorganizational objectives leads to breakthrough improvements in the organization�s performance.The organization can use process and service innovations to deliver improved value to clients,which in turn leads to new business.Activities1.Establish a policy for encouraging and supporting innovation and entrepreneurship.a.Plan and provide the support for establishing the policy.b.Document the policy. The policy addresses:1)Describing the purpose for encouraging and supporting innovation andentrepreneurship.2)Defining roles, responsibility and authorities of the personnel implementing the policy(uses activities in org_over_5_3).3)Identifying actions that encourage and support innovation and entrepreneurship.a)Involving personnel in decision-making.b)Creating rewards and recognition that encourage innovation and entrepreneurship.c)Identifying opportunities for personnel to learn about innovation in the organizationand industry.d)Incorporating innovation and entrepreneurship goals in personnel�s career plans.e)Encouraging identification of value creation opportunities.4)Aligning actions with organizational objectives (input from org_over_1_3).5)Communicating actions the organization is taking to encourage innovation andentrepreneurship.

� Copyright 2002, Carnegie Mellon University12.Implement the policy for encouraging and supporting innovation and entrepreneurship.a.Create a plan for implementing the policy.b.Provide the support for implementation of the policy.c.Communicate the policy to the appropriate personnel.d.Encourage and support innovation and entrepreneurship according to the policy.3.Maintain and verify the policy for encouraging and supporting innovation and entrepreneurship.a.Maintain and periodically review the policy and actions taken to implement the policy (usesactivities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the policy across the organization, and take actionas appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1b3. Examples of approaches to encourage innovation include providing personnel withflexibility to choose solutions that achieve assigned objectives (uses activities inppl_over_9_3, ppl_over_11_3), implementing new management techniques, establishingimprovement initiatives, and implementing new tools that foster creative thinking andcommunication.Activity 1b3b. This may include publishing information on innovative approaches that wereimplemented in the organization and giving formal recognition to personnel responsible forthose innovations.Attributes to Measure• Pervasiveness of policy awareness• Pervasiveness of policy training• Pervasiveness of policy understanding• Pervasiveness of policy application• Effectiveness of the policyppl_over_1_4

14� Copyright 2002, Carnegie Mellon Universityppl_over_2_3Identify the workforce competencies needed to achieve organizationalobjectives.Rationale: Understand organizational needs, in part, by identifying needed workforcecompetencies in current and prospective business areas.The organization needs to identify and build the competencies necessary to meet both short-termand long-term objectives. Identifying needed competencies enables the organization to take thesteps required for their developmentThis Practice is related to , which covers identification of personnel competenciesand helping ensure that personnel assignments meet the competency requirements of specificroles. The focus of is expanded from that of personnel competency to one ofworkforce competency and helping ensure that the organization has the right set of workforcecompetencies to meet its objectives. Personnel competency refers to the combination of skills,knowledge, and experience that specific personnel in the organization possess. Workforcecompetency refers to sets of personnel competencies that the organization has or needs in orderto meet organizational objectives.Activities1.Plan and provide the support for identifying the workforce competencies needed to achieveorganizational objectives.2.Identify the workforce competencies needed to achieve organizational objectives.a.Identify future competency needs based on long-term organizational objectives (input fromorg_over_1_3; output to ppl_over_5_3).b.Obtain input on future competency needs from all relevant stakeholders.c.Identify existing competencies.d.Identify gaps between existing competencies and future competency needs.e.Document and maintain the results of the competency analysis.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).Supplemental InformationActivity 2c. Existing competencies can be determined from the personnel competency inventory(input from km_over_6_3).Activity 2e. Documentation produced from the competency analysis typically includes a list ofcurrent competencies, a list of required competencies, and timeframes for obtaining therequired competencies.

� Copyright 2002, Carnegie Mellon University1The competency analysis should be updated based on changes in organizational needs.Changes in required competencies can occur due to changes in services, technology, theorganization’s market strategy, client expectations and competition.Attributes to Measure• Currency of competency analysis• Comprehensiveness of competency analysis• Competency gaps identifiedppl_over_2_3

14� Copyright 2002, Carnegie Mellon Universityppl_over_3_3Develop the workforce competencies needed to achieve organizationalobjectives.Rationale: Enable the organization to meet organizational objectives by building the workforcecompetencies needed to achieve those objectives.The development of workforce competencies enables the organization to fill competency gaps tomeet any short-term needs that are required to meet client requirements. In addition, workforcecompetency development is undertaken in order to prepare capabilities that will be needed in thefuture to position the organization to meet long-term business objectives.This Practice is tightly coupled with . The focus of is on identifyingworkforce competency needs, while the focus of is on addressing gaps betweencurrent workforce competencies and the identified needs.Activities1.Plan and provide the support for developing workforce competencies.2.Develop workforce competencies.a.Identify gaps in competencies needed to achieve organizational objectives (uses activitiesin ppl_over_2_3).b.Determine actions needed to address competency gaps.c.Create a plan to address competency gaps.d.Review the plan with all relevant stakeholders.e.Communicate the plan to relevant stakeholders.f.Implement the plan (output to ppl_over_5_3).3.Periodically review the plan and the actions taken to implement the plan (uses activities inops_over_2_2; input from org_over_7_3), updating as appropriate.Supplemental InformationActivity 1. Personnel who are responsible for the development of competencies include humanresource professionals, trainers, coaches, mentors, and quality professionals.Activity 2b. Actions taken to address gaps include obtaining needed competencies throughtransferring, hiring or sourcing. Competencies can be developed through careerdevelopment and training. Examples of development include coaching and mentoring, on-the-job training, and participation in seminars and conferences. Career development shouldbe a joint effort made by the organization and its personnel through career planning (inputfrom ppl_over_8_3).

� Copyright 2002, Carnegie Mellon University1ppl_over_3_3Activity 2f. Update the personnel competency inventory, as appropriate (output to km_over_6_3).Activity 3. The effectiveness of competency development activities can be determined throughperformance appraisals, the achievement of milestones, and evaluations of the effectivenessof training.Attributes to Measure• Competency gaps closed• Timely competency gap closure• Cost of projected gap closure competency development• Effectiveness of competency development

14� Copyright 2002, Carnegie Mellon Universityppl_over_4_2Assign roles and responsibilities to personnel based on appropriatepersonnel competencies.Rationale: Enable the organization to deliver services effectively and efficiently by assigningqualified personnel.Allocating personnel based on mapping skills to roles improves the organization�s ability to meetand exceed client expectations. Qualified people may be acquired by hiring them or by buildingthe skills of the current staff to meet identified skill gaps (see ppl_over_6_2).Activities1.Provide the support for assigning roles and responsibilities to personnel.2.Assign roles and responsibilities to personnel based on appropriate competencies.a.Define and document the roles, responsibilities and authority that are needed to meetclient and organizational requirements (input from ops_over_1_2).b.Identify the personnel competencies that are required to perform the defined roles.c.Assign personnel to the defined roles based on their competencies.d.Acquire personnel with requisite competencies from external sources, as appropriate.e.Identify gaps in personnel competencies (output to ppl_over_6_2).f.Communicate the assignments to the appropriate personnel.g.Maintain records of personnel and their competencies.3.Periodically review the effectiveness and relevance of assigning roles and responsibilities, andtake action as appropriate (uses activities in ops_over_2_2). Supplemental InformationActivity 2b. A role is analyzed for required competencies by identifying the specific tasks to beperformed, the proposed reporting structure, and the delegation of authority. Specific tasksare identified based on client requirements and feedback, and previous experiences.

� Copyright 2002, Carnegie Mellon University1ppl_over_4_2Activity 2c. This can include personnel transferred within the organization.Personnel competencies of assigned personnel are defined through structured evaluations,performance reviews, on-the-job evaluations, work experience, and prior training oreducation.Activity 2d. Acquisition of personnel includes obtaining personnel through hiring or sourcing.Attributes to Measure• Effectiveness of personnel assignment

14� Copyright 2002, Carnegie Mellon Universityppl_over_5_3Establish and implement procedures to plan and deliver training.Rationale: Enable the organization to consistently meet its personnel competency needs byplanning and managing training.An established procedure for training supports consistently and effectively building thecompetencies and skills of the staff, which is a crucial component of developing workforcecompetencies (ppl_over_3_3).This Practice expands on the provision of training covered in . The focus of is on meeting training needs that were identified in . This training isfocused on the training that personnel need in order to be successful in the roles to which theyare assigned, or may be assigned in the future. The focus of is expanded to coverlong-term career development needs as well as the need to address workforce competency gapsthat can be met through training (input from ). There is an added requirement thatactivities to plan and deliver training be formally documented in a procedure.Activities1.Establish the procedures for planning and delivering training.a.Plan and provide the support for establishing the procedures.b. Document the procedures. These procedures address:1)Describing the purpose for planning and delivering training.2)Defining roles, responsibility and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Identifying training objectives and desired outcomes based on competency needs andorganizational objectives (input from org_over_1_3, ppl_over_2_3)4)Developing plans for career development, project or client-specific, or organizationaltraining (input from ppl_over_3_3).5)Designing and developing training programs based on the plans.a) Identifying materials and tools required for training.b)Identifying facilities required for training.c)Identifying personnel required for training.d)Designing and developing, or acquiring, materials, tools, and facilities required fortraining.6)Delivering training programs.7)Documenting and maintaining a record of training.a)Developing and maintaining an inventory of trainers, training programs, andassociated training materials.b)Documenting delivered training.c)Maintaining records of personnel competencies.

� Copyright 2002, Carnegie Mellon University1ppl_over_5_38)Analyzing the effectiveness of training in achieving desired outcomes.9)Identifying actions to be taken based on the results of the analysis, and tracking them toclosure.2.Implement the procedures for planning and delivering training.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the procedures.c.Communicate the procedures to the appropriate personnel.d.Plan and deliver training according to the procedures.3.Maintain and verify the procedures for planning and delivering training.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction as appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1b4. Career development training can include personal development (e.g., presentationor meeting skills) and job-oriented development (e.g., technical or supervisory skills).Project- or client-specific training will include any training necessary to meet requirements(e.g., orientation, culture, or business). Organizational training can include development ofskills needed to meet organizational objectives (input from org_over_1_3) and on theorganization�s policies, procedures, and functions.Activity 1b7. Update the personnel competency inventory, as appropriate (output tokm_over_6_3).Activity 1b8. The primary purpose for analyzing the outcome of training is to determine whetherthe training has effectively improved personnel performance.Methods for determining training effectiveness include obtaining and analyzing feedback fromthe trainee on the trainer, the training material, the training duration, and their ability toperform after training; conducting exams on the material taught; observing the effectivenessof trainees in the use of their training; and obtaining feedback from supervisors.Activity 1b9. Actions taken may include retraining the trainees, retraining the trainers, replacingtrainers, obtaining trainers from outside, and modifying the training material and method oftraining.Attributes to Measure• Training Costs• Training effectiveness• Training provided relative to plan

14� Copyright 2002, Carnegie Mellon Universityppl_over_6_2Meet identified personnel competency needs by providing training.Rationale: Address the organization�s personnel competency needs by providing training.Providing adequate training enables the organization to develop the skills required to achievedefined performance objectives. Effective training enables the organization to address identifiedskill gaps and to achieve the personnel competencies needed to perform assigned roles andresponsibilities.Activities1.Provide the support for determining training needs.2.Meet identified training needs.a.Describe the purpose of meeting identified needs by providing training.b.Identify gaps in personnel competencies (input from ppl_over_4_2).c.Identify personnel who should receive training (input from ppl_over_4_2).d.Determine training requirements, based on identified gaps.e.Design or obtain training programs based on the identified requirements.f.Identify and provide the resources required for training (uses activities in org_over_4_2),including trainers (uses activities in ppl_over_4_2) and facilities (uses activities inppl_over_7_2), as appropriate.g.Communicate training requirements to identified personnel.h.Deliver training, as appropriate.i.Maintain records of training provided, trainers, and trainees.3.Periodically review the effectiveness and relevance of training in meeting identified needs, andtake action as appropriate (uses activities in ops_over_2_2).Supplemental InformationActivity 2d. Requirements for both organization and engagement-level training have to beidentified. Factors that affect the requirements include client market sectors; servicesoffered; and, performance expectations such as client satisfaction, service levels, andefficiency targets.

� Copyright 2002, Carnegie Mellon University1ppl_over_6_2Personnel should receive training on the organization�s policies, procedures and their role inthe organization. Personnel who directly interact with the client or end-user should be trainedon: the organization’s services, managing client and end-user expectations, methodsavailable for capturing client requirements; listening skills; interviewing skills; documentationof client requirements; identifying required cultural attributes; statutory and regulatoryrequirements; and, corrective action, including recovery from a service failure. Personnelinvolved in service design and deployment may be trained on technical skills for specificservices, project management skills, leadership skills, and time management.Activity 2e. Training programs include classroom coaching, simulation, on-the-job training, andgroup exercises.Activity 2f. The materials and tools required include training manuals, work instructions, casestudies, and exams on the material being taught.Trainers may be identified based on their training skills, their relevant experience, and onfeedback from participants in previous training programs.Attributes to Measure• Comprehensiveness of the training• Effectiveness of the training• Timeliness of the training

14� Copyright 2002, Carnegie Mellon Universityppl_over_7_2Establish and maintain a work environment that enables personnel to workeffectively.Rationale: Improve personnel satisfaction and retention and enable personnel to perform theirtasks efficiently by providing an effective work environment.An established, effective work environment supports the ability of personnel to consistently andefficiently perform tasks, thus enabling the organization to meet client requirements consistently.Activities1.Provide the support for establishing and maintaining an effective work environment.2.Establish and maintain an effective work environment.a.Identify the characteristics of the work environment that impact work effectiveness and thefactors that affect personnel.b.Identify the physical, social and legal requirements of the work environment.c.Design a work environment that will meet the identified requirements.d.Deploy a work environment according to the design.1)Configure the work environment in accordance with the security and confidentialitypolicies (input from org_over_2_2).2)Coordinate modification, acquisition or establishing of facilities.3)Coordinate movement and transfers of equipment.4)Coordinate delivery of equipment.5)Track assets.e.Communicate information about the work environment to relevant stakeholders.3.Periodically review the effectiveness and relevance of the work environment, and take actionas appropriate (uses activities in ops_over_2_2).

� Copyright 2002, Carnegie Mellon University1ppl_over_7_2Supplemental InformationActivity 2a. Attributes relating to the work environment include the corporate culture, such as anopen door policy, grievance handling, physical space, food, and restroom facilities. Factorsthat affect personnel include noise, air and water quality, ergonomics, harassment, lighting,and safety.Activity 2b. The physical, social, and legal requirements of the work environment are identifiedfrom the service design, industry norms, statutory or regulatory requirements (input fromops_over_10_2), client requirements, and feedback from personnel.The physical environment includes individual and public elements such as space, storage,air-conditioning, water, light, safety, rest rooms, and food. Public spaces include space formeetings, training, cafeterias, and recreation.Activity 2e. Information communicated about the work environment may include fire safetyprocedures, workspace requirements, and space and phone assignments.Activity 3. Verification of the quality of the work environment is carried out through solicitingfeedback from personnel, inspections, and comparison with industry norms.Attributes to Measure• Quality of work environment• Effectiveness of work environment monitoring

14� Copyright 2002, Carnegie Mellon Universityppl_over_8_3Establish and implement a policy to provide personnel with opportunitiesfor career development.Rationale: Develop and retain personnel who have the competencies needed by the organizationby providing clearly defined career paths and opportunities for them to develop their skills andknowledge.A documented policy demonstrates management commitment to career development ofpersonnel. The ability to develop and retain personnel who have the competencies needed by theorganization is a key to success in a dynamic business environment. This is achieved throughmotivating personnel by providing clearly defined career paths and opportunities for the personnelto develop their skills and knowledge. Career development also enables the organization tobetter achieve its objectives by motivating personnel and improving their personnel�s capabilities.Activities1.Establish the policy for providing personnel with opportunities for career development.a.Plan and provide the support for establishing the policy.b.Document the policy. These policy addresses:1)Describing the purpose for the policy on providing personnel with opportunities forcareer development.2)Defining roles, responsibility and authorities of the personnel implementing the policy(uses activities in org_over_5_3).3)Establishing a personnel career development model.a)Determining all roles covered by the model (input from org_over_5_3).b)Determining frequency of appraisals (input from ppl_over_10_3).c)Determining career paths for roles.d)Determining methods of obtaining feedback from personnel on their careerdevelopment.4)Aligning the model with organizational objectives (input from org_over_1_3).5)Communicating the model to the appropriate personnel.6)Obtaining feedback on the policy and career development model (uses activities inkm_over_8_3).7)Establishing personnel career plans.a)Determining personnel career goals.b)Identifying opportunities for career development of personnel.8)Tracking progress of personnel career development based on their career plans.

� Copyright 2002, Carnegie Mellon University1ppl_over_8_32.Implement the policy for providing personnel with opportunities for career development.a.Create a plan for implementing the policy.b.Provide the support for implementation of the policy.c.Communicate the policy to the appropriate personnel.d.Provide personnel with opportunities for career development according to the policy.3.Maintain and verify the policy for providing personnel with opportunities for careerdevelopment.a.Maintain and periodically review the policy and actions taken to implement the policy (usesactivities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the policy across the organization, and take actionas appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1b7. Information in a personnel career plan includes career objectives, career paths toachieve those objectives, and competencies needed to progress toward the careerobjectives.Activity 1b8. The progress of an individual through a career plan is tracked through self-assessment; formal or informal performance appraisals; review by peers, mentors, orcoaches; additional professional qualifications; and tests and evaluations.Attributes to Measure• Pervasiveness of policy awareness• Pervasiveness of policy training• Pervasiveness of policy understanding• Pervasiveness of policy adherence• Effectiveness of the policy

14� Copyright 2002, Carnegie Mellon Universityppl_over_9_3Establish and implement a policy on the participation of personnel indecisions that affect their work commitments.Rationale: Improve the quality of the organization�s decision-making by encouraging participationof the affected personnel.A documented policy demonstrates management commitment to participation of personnel indecision-making. Participation in decision-making leverages the knowledge of the staff,motivates them to perform better, and establishes their buy-in to work commitments. Decisionmaking styles may vary from consensus-based to hierarchical. Policy should be consistent withwhichever decision style is part of the organizational culture.Activities1.Establish the policy on the participation of personnel in decisions that affect their workcommitments.a.Plan and provide the support for establishing the policy.b.Document the policy. These policy addresses:1)Describing the purpose for getting the participation of personnel in decisions that affecttheir work commitments.2)Defining roles, responsibility and authorities of the personnel implementing the policy(uses activities in org_over_5_3).3)Aligning the policy with organizational objectives (input from org_over_1_3).4)Identifying in current and future work commitments, and changes to thosecommitments.5)Informing personnel about current and future work commitments.6)Obtaining feedback from affected personnel and teams about the work commitments.7)Incorporating feedback into decisions taken about the work commitments.8)Involving personnel, as appropriate, in reviewing the progress against commitmentsand in revising commitments.2.Implement the policy on the participation of personnel in decisions that affect their workcommitments.a.Create a plan for implementing the policy.b.Provide the support for implementation of the policy.c.Communicate the policy to the appropriate personnel.d.Get participation of personnel in decisions that affect their work commitments according tothe policy.

� Copyright 2002, Carnegie Mellon University1ppl_over_9_33.Maintain the policy on the participation of personnel in decisions that affect their workcommitments.a.Maintain and periodically review the policy and actions taken to implement the policy (usesactivities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the policy across the organization, and take actionif required (uses activities in org_over_10_3).Supplemental InformationActivity 1b1. Personnel include individuals and teams.Attributes to Measure• Pervasiveness of policy awareness• Pervasiveness of policy training• Pervasiveness of policy understanding• Pervasiveness of policy adherence• Effectiveness of the policy

14� Copyright 2002, Carnegie Mellon Universityppl_over_10_3Establish and implement procedures to appraise individual and teamperformance.Rationale: Enhance the capability of personnel by identifying strengths and weaknesses ofindividuals and teams, providing appropriate feedback, and identifying appropriate actions totake.An established procedure for performance appraisal supports consistently and effectively buildingthe capability of personnel and providing appropriate awards and incentives (ppl_over_11_3).Improving the capability of personnel and teams enables the organization to better achieve itsobjectives.Activities1.Establish the procedures for conducting performance appraisals for teams and individuals.a.Provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for conducting performance appraisals for teams andindividuals.2)Defining roles, responsibility and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Defining the attributes to be appraised.4)Aligning the attributes to be appraised with engagement and organizational objectives,and role definitions (input from org_over_1_3, org_over_5_3, ops_over_1_2).5)Defining and documenting the criteria used for evaluating the defined attributes.6)Defining and documenting the methods used for, and frequency of performanceappraisals (output to ppl_over_8_3).7)Obtaining feedback and getting commitment from teams and individuals on the definedcriteria and attributes.8)Gathering information on the defined attributes.9)Conducting the performance appraisals at the defined frequency.10)Documenting the results of performance appraisals of teams and individuals.11)Analyzing the results and identifying necessary actions to be taken (output toppl_over_11_3).

� Copyright 2002, Carnegie Mellon University1ppl_over_10_312)Communicating the results of the appraisal and actions to be taken to appropriatepersonnel.13)Tracking to closure the actions discussed and agreed upon.2.Implement the procedures for conducting performance appraisals for teams and individuals.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the performance appraisal procedures.c.Communicate the procedures to the appropriate personnel.d.Conduct performance appraisals for teams and individuals, according to the procedures.3.Maintain and verify the procedures for conducting performance appraisals for teams andindividuals.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction if required (uses activities in org_over_10_3).Supplemental InformationActivity 1b3. This includes quantitative (e.g., efficiency, profitability, on time and on budget) andqualitative (e.g., leadership, client satisfaction, and employee satisfaction) attributes.Attributes can be defined by a review of organizational and engagement objectives,competency needs and training objectives (input from org_over_1_3, ops_over_1_2,ppl_over_2_3, ppl_over_5_3).Activity 1b11. Actions taken based on appraisal results include counseling, retraining individualsor teams, rewarding, identifying areas of improvement in the organization, and changingexisting procedures.Attributes to Measure• Comprehensiveness of the appraisal system• Effectiveness of the appraisal system• Timeliness of appraisals

14� Copyright 2002, Carnegie Mellon Universityppl_over_11_3Establish and implement a reward program that encourages theachievement of organizational objectives.Rationale: Reward personnel for performance and achievement to motivate them and retainskills that are critical for achieving organizational objectives.Rewarding personnel for performance and achievement enables the organization to retain skillsthat are critical for achieving organizational objectives. It also enables the organization to betterachieve its objectives by motivating personnel and improving their capability.Activities1.Establish a reward program to encourage the achievement of organizational objectives.a.Plan and provide the support for implementing a reward program.b.Document the reward program. The reward program includes:1)Describing the purpose for implementing a reward program.2)Identifying the organizational objectives whose achievement should be rewarded (inputfrom org_over_1_3).3)Determining the rewards necessary to encourage achievement of the identifiedorganizational objectives.4)Defining the attributes to be rewarded.5)Defining and documenting the measures for the attributes that are to be rewarded.6)Defining and documenting the methods used for monitoring the identified attributes.7)Defining ranges of acceptable performance for each of the measures.8)Gathering performance measures for the defined attributes.9)Periodically reviewing performance against defined criteria and providing awards, asappropriate.10)Communicating the outcomes to relevant stakeholders.2.Implement a reward program to encourage the achievement of organizational objectives.a.Create a plan for implementing the reward program.b.Provide the support for implementation of the reward program.c.Communicate the reward program to relevant stakeholders.d.Reward the achievement of organizational objectives.

� Copyright 2002, Carnegie Mellon University1ppl_over_11_33.Maintain and verify the implementation of the reward program.a.Maintain and periodically review the reward program and actions taken to implement thereward system (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the reward program across the organization, andtake action as appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1b. Approaches to a reward program may include profit sharing and changes incompensation.Activity 1b3. Achievement of objectives may require individual as well as team effort.Consideration should be given to whether the best way to achieve an objective is to baserewards on team performance, rather than just individual performance.Types of reward may include bonuses, cash awards, plaques, certificates, gift items, publicrecognition, trips, and celebrations.Activity 1b4. The attributes may be based on the performance of personnel (quantity of work,service quality, supervisory skills, and attendance); client feedback; recognition from theclient; milestones met; and initiatives shown by the personnel and team such as skilldevelopment.Attributes to Measure• Comprehensiveness of the reward system• Effectiveness of the reward system

14� Copyright 2002, Carnegie Mellon Universityppl_over_12_2Assign a team to interact with the client.Rationale: Enable the organization to interact effectively with the client during the sourcingprocess by forming and maintaining a team that includes personnel who have knowledge of theorganization, the client, and the client�s business.Forming a team involving personnel who have knowledge of the organization, the client, and theclient�s business should enable the organization to interact effectively with the client throughoutthe sourcing process. Maintaining the team through the sourcing process, and updating teamcomposition depending on the needs at each phase of the process, helps the organizationmaintain continuity in its relationships with clients.This Practice is related to ppl_pre_2, which covers the establishment of a negotiation team. Thenegotiation team may include some, or all, of the members of the client interaction team(ppl_over_12_2).Activities1.Provide the support for assigning a team to interact with clients.2.Assign a team to interact with clients.a.Identify the attributes required for the client interaction team.b.Define client interaction team roles and responsibilities based on the identified attributes.c.Assign personnel to the client interaction team based on their skills (uses activities inppl_over_4_2).d.Provide training, as appropriate (uses activities in ppl_over_6_2).e.Identify and provide the resources required by the client interaction team (uses activities inorg_over_4_2).f.Provide the information required by the client interaction team (input from org_pre_2_2,ops_over_5_2; uses activities in km_over_2_2).g.Communicate the team assignments and responsibilities to the appropriate personnel.3.Periodically review the attributes required for the client interaction team. Change teamcomposition depending on changes in required attributes.Supplemental InformationActivity 2a. Attributes for the team will depend on the phase of the sourcing process, the client,and the services offered to the client.Activity 2b. Team responsibilities include client reviews, gathering requirements, issue resolution,coordinating service changes, and determining appropriate communication methods.

� Copyright 2002, Carnegie Mellon University1ppl_over_12_2Activity 2d. The personnel required to interact with the client can be trained in the client’s domainarea, interviewing techniques, listening skills, negotiation, gathering requirements andcommunication.Activity 3. Changes in required attributes may occur due to changes in the phase of the sourcingrelationship. For instance in the pre-contract phase when the organization has not had anyprevious interaction with a potential client the client interaction team will have more of anemphasis on sales and marketing. As the relationship progresses towards a contract theteam composition should change to include personnel with negotiation and technical skills.As long as there is a relationship with a client, or potential client, there will be a clientinteraction team. To assure consistency of service (and understanding of needs) thereshould be some continuity of team members across the entire sourcing process.Attributes to Measure• Qualifications of the team• Client satisfaction• Effectiveness of the team

14� Copyright 2002, Carnegie Mellon Universityppl_over_13_4Analyze the effectiveness of the training in achieving its intendedobjectives.Rationale: Ensure that training has a positive and cost-effective impact on individual and groupperformance, attitudes, and behaviors.The organization monitors the effectiveness of training to help ensure that the personnel trainedand deployed are qualified to perform their assigned roles. Observing the effect of new skills andcompetencies on job performance enables the organization to determine the effectiveness of thetraining. It also aids in improving the quality of training and can be used in a cost/benefit analysisof the training program.This Practice expands on training effectiveness analysis introduced in . While includes an activity on analyzing training effectiveness, ppl_over_13_4 is expandedto require a much more comprehensive analysis of effectiveness of training in achieving formallydefined objectives. Evaluation of training should address not just immediate feedback fromlearners (e.g., reactions to training and measures of learning), but should also provide longer-term or follow-up evaluations. These longer-term evaluations should also assess the impact oftraining on the overall growth of the personnel competencies in the organization, as well as theimpact on meeting specified business goals.Activities1.Plan and provide the support for analyzing the effectiveness of the training in achieving itsintended objectives.2.Analyze the effectiveness of the training in achieving its intended objectives (output toppl_over_5_3).a.Identify sources and classes of information about training effectiveness.1)Identify training objectives and desired outcomes based on competency needs andorganizational and engagement objectives (input from org_over_1_3, ppl_over_2_3,ppl_over_5_3, ops_over_1_2).2)Identify training programs (input from ppl_over_5_3).3)Identify trainers and personnel trained (input from ppl_over_5_3).4)Identify relevant stakeholders.b.Define attributes to measure to evaluate the effectiveness of the training (input fromppl_over_5_3, ppl_over_10_3, org_over_7_3).c.Define and document the performance measures for the attributes.d.Define and document methods used for monitoring the identified attributes.e.Define ranges of acceptable performance for each of the measures.f.Gather measures and obtain feedback from relevant stakeholders for the definedattributes.g.Periodically review effectiveness of training against defined criteria.h.Identify gaps between actual and expected training outcomes and take corrective action,as appropriate (output to org_over_16_3, ops_over_6_3, ops_over_7_4).i.Communicate the effectiveness of the training, and actions to be taken, to relevantstakeholders.

� Copyright 2002, Carnegie Mellon University1ppl_over_13_43.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).Supplemental InformationActivity 2a. Sources of information should provide insights into training effectiveness duringtransition and contract execution as well as during contract completion.Activity 2a4. Stakeholders could include training participants, instructors, and the participant’ssupervisor. Stakeholders could also include customers, clients or peers who can providefeedback on trainees� performance.Activity 2b. Attributes to measure can be related to measures in several categories, including:• Learner reactions to training,• Measures of learning,• Measures of on-the-job behavior or performance, and• Measures of organizational effectiveness and results.Attributes relating to student reactions to training can address learner�s perceptions of theutility of training, materials, and course structure and learner�s satisfaction with theinstructors, training management and course administration, and the testing process.Measures of learning can address increase in skills and/or knowledge after training andeffectiveness of different types of training (e.g., self-study, CBT, face-to-face classroom orremote classroom). Other relevant attributes include cost, level of effort, and acquisitionversus internal development or delivery.Activity 2h. Individual performance data as well as team or group, supervisor, and customer orclient feedback on performance should be used to inform analyses to determine performanceimprovements.Analyses of training effectiveness can be used to update training and other programs (outputto org_over_6_4, ppl_over_5_3).Attributes to Measure• Coverage of the training evaluation• Effectiveness of the evaluation

14� Copyright 2002, Carnegie Mellon Universityppl_pre_1_3Assign a team to understand the prospective client�s requirements andposition the organization�s capabilities.Rationale: Enable the organization to understand client needs and expectations by involvingpersonnel who have knowledge of the market sector, service, and the client or prospective client.Forming a client interaction team that includes personnel with knowledge of the market sector,service, and the client or prospective client enables the organization to understand the client�sneeds clearly and comprehensively. The formation of relationships with a client depends on theorganization’s ability to offer a value proposition based on knowledge and insight.This Practice is related to ppl_over_12_2, which covers the establishment of a client interactionteam. The activities covered in this Practice (ppl_pre_1_3) are a further enhancement of theroles and responsibilities of the team created in ppl_over_12_2 and focus on marketing theorganization to a client.Activities1.Plan and provide the support for assigning a team to understand the prospective client�srequirements and position the organization�s capabilities.2.Assign a team to understand the prospective client�s requirements and position theorganization�s capabilities.a.Identify the attributes required for the team.b.Define team roles, responsibility and authorities (uses activities in org_over_5_3).c.Assign appropriate personnel to the team (uses activities in ppl_over_12_2).d.Communicate the team assignments and responsibilities to the appropriate personnel.e.Plan and provide training, as appropriate (uses activities in ppl_over_5_3).f.Identify and provide the resources required by the team (uses activities in org_over_4_2).g.Provide the information required by the team, including marketing information, clientinformation, guidelines for negotiation, and information on the organization�s capabilitiesand objectives (uses activities in km_over_2_2; input from org_over_1_3, org_over_12_3,org_pre_1_3, km_over_6_3, km_over_7_3, km_over_9_3, km_pre_1_3).h.Determine the positioning approach based on an analysis of the organization�s capabilitiesand objectives.i.Communicate the positioning approach to relevant stakeholders.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).

� Copyright 2002, Carnegie Mellon University1ppl_pre_1_3Supplemental InformationActivity 2a. Attributes to be considered in choosing personnel for interacting with, and proposingsolutions to, clients include market sector expertise, service expertise, communication skills,listening skills, comprehension skills, relationship management skills, and crisis handlingskills.Attributes to Measure• Qualifications of the team• Effectiveness of the team• Quality of the requirements

14� Copyright 2002, Carnegie Mellon Universityppl_pre_2_2Assign a team to negotiate with clients.Rationale: Enable the organization to negotiate effectively with the client by assigning personnelwith knowledge of the market sector, service, and client to the negotiation team, ensuring aprepared team that can provide continuity in client interactions.Forming a negotiation team that includes personnel with knowledge of the market sector, service,and the client, provides a level of preparedness that is essential for framing successful sourcingcontracts.This Practice is related to ppl_over_12_2, which covers the establishment of a client interactionteam. The activities covered in this Practice (ppl_pre_2_2) focus on the roles and responsibilitiesof the client interaction team (ppl_over_12_2) during negotiation with clients.Activities1.Provide the support for assigning a negotiation team.2.Assign a negotiation team.a.Identify the attributes required for a negotiation team.b.Define negotiation team roles and responsibilities based on the identified attributes.c.Assign personnel to a negotiation team based on their skills and provide training, asappropriate (uses activities in ppl_over_12_2).d.Identify and provide the resources required by a negotiation team (uses activities inorg_over_4_2).e.Provide the information required by a negotiation team (input from org_pre_2_2; usesactivities in km_over_2_2).f.Communicate the team assignments and responsibilities to the appropriate personnel.3.Periodically review the attributes required for a negotiation team. Change team compositiondepending on changes in required attributes.Supplemental InformationActivity 2c. The negotiation team is the client interaction team (uses activities in ppl_over_12_2)during the negotiation phase of the sourcing process. During this phase, the teamcomposition should be changed, as appropriate, to include personnel with some of theattributes listed below.

� Copyright 2002, Carnegie Mellon University1ppl_pre_2_2Attributes to be considered in choosing personnel to negotiate with clients include priorexperience; presentation skills, communication skills, conflict resolution skills; knowledge ofissues under negotiation, including price, technology, service levels, statutory and regulatoryissues, and personnel transition; and knowledge of the prospective client’s business.Attributes to Measure• Qualifications of the team• Effectiveness of the team• Quality of the contract terms

14� Copyright 2002, Carnegie Mellon Universityppl_exe_1_2Assign a team to design and deploy the service according to clientrequirements.Rationale: Enable the organization to successfully translate the client�s requirements into theintended service, including expected service levels, by assigning skilled and experiencedpersonnel to design and deploy the services based on those requirements.The successful delivery of services depends on the organization’s ability to translate the client�sneeds and requirements, including expected service levels, into the intended service. Assigningskilled and experienced personnel supports the ability to interpret the captured clientrequirements and use them for designing and deploying the services.Activities1.Provide the support for assigning a design and deployment team.2.Assign design and deployment team.a.Identify the attributes required for the design and deployment team.b.Define design and deployment team roles and responsibilities based on the identifiedattributes.c.Assign personnel to the design and deployment team based on their skills (uses activitiesin ppl_over_4_2).d.Provide training, as appropriate (uses activities in ppl_over_6_2).e.Identify and provide the resources required by the design and deployment team (usesactivities in org_over_4_2).f.Provide the information required by the design and deployment team (uses activities inkm_over_2_2).g.Communicate the team assignments and responsibilities to the appropriate personnel.h.Identify and document contact personnel from different organizational functions, or fromexternal sources, that affect the service design and deployment.i.Communicate to the personnel or teams the performance expectations that werecommitted to the client (uses activities in org_exe_1_2).3.Periodically review the attributes required for the design and deployment team. Change teamcomposition depending on changes in required attributes.

� Copyright 2002, Carnegie Mellon University1ppl_exe_1_2Supplemental InformationActivity 2a. Attributes to be considered in selecting the personnel for service design anddeployment include market sector and service expertise, communication skills, learningability, adaptability, crisis management skills, time management ability, and work allocationskills.Activity 2c. Personnel include those required for coordination and control such as team leadersor supervisors, production managers, project managers, project coordinators, and qualitycontrol specialists.Activity 2d. Training for the design and deployment team covers usage of estimation andplanning techniques; tools to be used in design and deployment activities, includingtechnology infrastructure; and project management.Activity 2h. Contact personnel include personnel responsible for coordination, and reporting andescalation channels. Organizational functions that affect the service design and developmentinclude human resources, finance, purchasing, commercial, and technology. Externalparticipants include client, subcontractors, and vendors.Activity 2i. Performance expectations include service levels, service design and deploymentmilestones, service delivery milestones, and error limits.Attributes to Measure• Qualifications of the team• Effectiveness of the team• Quality of the service design

14� Copyright 2002, Carnegie Mellon Universityppl_exe_2_2Establish and implement procedures to manage the transfer of personneland skills from the client during transition and contract execution.Rationale: Enable the organization to provide the expected service promptly and efficiently bysmoothly transferring personnel and skills from the client during contract initiation and execution.An established procedure for transferring personnel and skills from the client supportsconsistently and effectively integrating those skills into the organization’s workforcecompetencies. This enables the organization to meet the client’s expectations and needs.Activities1.Establish the procedures for managing the transfer of personnel and skills from the client.a.Provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for managing the transfer of skills and personnel duringtransition and contract execution.2)Gathering information about the current conditions related to personnel available fortransfer.3)Analyzing information about current conditions at the client and the organization.4)Establishing a transfer approach based on the analysis (input from org_pre_3_2;output to ops_exe_4_2).5)Determining dispute handling and escalation methods.6)Making offers to identified personnel.7)Transferring personnel who accepted offers (output to ops_exe_16_2 andops_exe_8_2).a)Providing orientation.b)Providing training, as appropriate (uses activities in ppl_over_6_2).8)Developing outplacement services for personnel not transferred, as appropriate.9)Providing resources to transferred personnel (uses activities in org_over_4_2).

� Copyright 2002, Carnegie Mellon University1ppl_exe_2_22.Implement the procedures for managing the transfer of personnel and skills from the client.a.Provide the support for implementation of the procedures.b.Communicate the procedures to the relevant stakeholders.c.Manage the transfer of personnel and skills from the client according to the procedures.3.Maintain the procedures for managing the transfer of personnel and skills from the client andperiodically review the procedures and actions taken to implement the procedures (usesactivities in ops_over_2_2).Supplemental InformationActivity 1b2. Information to be collected includes current level of benefits and compensation,resources available, personnel skills, job titles and reporting structure, and cultural attributes(e.g., casual dress, decision style, communication style).Activity 1b4. Transfer approach needs to address equalization of benefits and compensation,offers (are all affected personnel being given offers, or just some), deficiencies in skills, andmanagement of risk (e.g., key personnel do not take the transfer offer).Activity 1b7a. Orientation should include information on cultural attributes and norms that areunique to the organization (or different from the client).Activity 1b9. Resources may include information on reporting structures, procedures and policies,and access to corporate infrastructure (e.g., security passes, business cards, e-mailaccounts, equipment).Attributes to Measure• Retention of staff transitioned into the organization• Effectiveness of the procedure

14� Copyright 2002, Carnegie Mellon Universityppl_post_1_2Establish and implement procedures to manage the transfer of personneland skills to the client during contract completion.Rationale: Enable the organization to fulfill contractual obligations and preserve or enhance clientrelationships by smoothly transferring personnel and skills back to the client after contractcompletion.An established procedure for transferring personnel and skills to the client supports consistentlyand effectively addressing competency gaps opened by the loss of those personnel and skills andsupports the client in using those acquired personnel and skills effectively.Activities1.Establish the procedures for managing the transfer of personnel and skills during contractcompletion.a.Provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for managing the transfer of skills and personnel duringcontract completion.2)Identifying the personnel and skills that are being transferred to the client duringcontract completion.3)Determining dispute handling and escalation methods.4)Identifying and resolving any issues related to the transfer.5)Transferring skills and personnel back to the client.6)Documenting the personnel transferred back (output to ops_post_1_2).7)Obtaining documented client acceptance for personnel transferred back (output toops_post_1_2).8)Developing exit procedures for personnel transferred back.9)Identifying any skills or personnel requirements that are deficient as a result of thetransfer. Provide training, as appropriate (uses activities in ppl_over_6_2).2.Implement the procedures for managing the transfer of personnel and skills.a.Provide the support for implementation of the procedures.b.Communicate the procedures to the relevant stakeholders.c.Manage the transfer of personnel and skills according to the procedures.

� Copyright 2002, Carnegie Mellon University1ppl_post_1_23.Maintain the procedures for managing the transfer of personnel and skills and periodicallyreview the procedures and actions taken to implement the procedures (uses activities inops_over_2_2).Supplemental InformationActivity 1b2. This information may be fully or partially specified in the contract or contractamendments (input from org_pre_3_2). Further detail may be agreed upon in otherdocumentation, e g., service specification (input from ops_exe_4_2).Activity 1b4. Issues that arise may include disparities in benefits and relocation provisions.Activity 1b8. This may include exit interviews, revoking of security and access privileges, andreturn of organization�s proprietary materials. Exit procedures may be based on existingtermination processes or procedures.Activity 1b9. An analysis of the personnel transferred to the client will determine the impact of theloss of skills on an organization�s performance and the number and profile of the skilledpersonnel needed to replace the transferred personnel.Attributes to Measure• Comprehensiveness of skills transitioned to the client• Effectiveness of the procedure

14� Copyright 2002, Carnegie Mellon Universityops_over_1_2Define and communicate engagement objectives.Rationale: Set directions, create a client focus, and define performance expectations via clearengagement objectives as prerequisites for forming, managing, and expanding sourcingrelationships.The engagement objectives are used as a basis for defining relevant functional, departmental,team and individual objectives. An organization needs to clearly outline and communicateengagement-level objectives both externally and internally within the organization. A clearunderstanding of engagement objectives supports effective expectations management with theclient and is a prerequisite for the formation, management, and expansion of successful sourcingrelationships.Activities1.Provide the support for defining and communicating engagement objectives.2.Define and communicate the engagement objectives.a.Define engagement objectives and incorporate the engagement objectives at appropriatelevels in the organization (output to org_over_4_2, ppl_over_4_2).b.Ensure objectives address security, confidentiality, protection of intellectual property, andrisk (output to org_over_2_2, org_over_3_2).c.Create a plan for communicating and achieving the objectives.d.Ensure activities performed by the organization are aligned with engagement objectives(output to org_over_2_2, org_over_3_2, ops_over_2_2).e.Communicate the objectives to the relevant stakeholders.3.Periodically review and revise the engagement objectives, as appropriate.Supplemental InformationActivity 1. The information needed for setting engagement objectives includes expectedperformance, existing organizational standards, and feedback from the client at differentstages of the contract.

� Copyright 2002, Carnegie Mellon University1ops_over_1_2Activity 2a. Objectives should be as measurable as possible, focusing on providing service to theclient. The objectives relate to factors that influence client satisfaction or operationalimprovement, for example, "Increase client satisfaction by x%," and "Improve operationalefficiencies by y%." The objectives should address and balance the needs of allstakeholders.Engagement objectives are established at appropriate levels by defining relevant functional,departmental, team, and individual objectives.Define timeframes for achieving the objectives.Attributes to Measure• Effectiveness of Objective communication• Attitudes about the objectives

14� Copyright 2002, Carnegie Mellon Universityops_over_2_2Establish and implement procedures to measure and verify that processand service commitments are satisfied.Rationale: Ensure customer satisfaction, in part, by verifying that commitments have been met.Verification typically encompasses a combination of reviews and audits by management, ordesignated personnel, to help ensure that activities are being performed as expected and workproducts are complying with appropriate levels of quality. This enables the organization toproactively ensure that service levels are being met and to take action when commitments are indanger of not being satisfied. Using measurements to support the verification activities enablesmanagement to use quantitative and qualitative data as the basis for deciding which actions areappropriate for addressing potential quality issues.Activities1.Establish the procedures for measuring and verifying satisfaction of process and servicecommitments.a.Provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for measuring and verifying satisfaction of process and servicecommitments.2)Defining the process, work product, and service attributes to be verified to ensure thatclient and engagement objectives are met (input from ops_over_1_2).3)Defining and documenting the performance measures for the attributes that need to beverified.4)Defining and documenting the methods used for monitoring the defined attributes.5)Defining ranges of acceptable performance for each of the measures.6)Gathering performance measures for the defined attributes.7)Periodically reviewing the process, work product, and service against defined criteria.a)Comparing performance measures against defined ranges of acceptableperformance.b)Reviewing adherence of activities performed to the defined procedures.c)Determining effectiveness of the procedures and their relevance to existingoperations (input from ops_over_1_2).d)Determining effectiveness of actions taken to implement the procedures orprocesses.e)Ensuring that processes and work products are in compliance with organizationalstandards, as appropriate.

� Copyright 2002, Carnegie Mellon University1ops_over_2_28)Identifying gaps between actual and expected performance and taking correctiveactions, as appropriate.9)Communicating results of the review, and actions taken, to relevant stakeholders.2. Implement the procedures for measuring and verifying satisfaction of process and servicecommitments.a.Provide the support for implementation of the procedures.b.Communicate the procedures to the relevant stakeholders.c.Measure and verify satisfaction of process and service commitments according to theprocedures.3.Maintain the procedures for measuring and verifying satisfaction of process and servicecommitments and periodically review the procedures and actions taken to implement theprocedures.Supplemental InformationActivity 1a. Make sure personnel performing the verification are independent of the personnelperforming the activities being verified.Activity 1b2. Attributes to be verified should include compliance of products with agreedstandards, compliance of activities related to services with defined processes or procedures,and effectiveness of procedures and service delivery.Activity 1b9. Stakeholders include clients, personnel performing the activities being verified, andsubcontractors or vendors, as appropriate.Attributes to Measure• Completion of planned verification activities• Coverage of verification activities• Effectiveness of verification activities

14� Copyright 2002, Carnegie Mellon Universityops_over_3_2Establish and implement procedures to select subcontractors and vendorsbased on their ability to meet identified requirements.Rationale: Select capable subcontractors and vendors, since the organization�s ability to serve itsclients is directly impacted by the performance of its subcontractors and vendors.An established procedure for selecting subcontractors and vendors supports consistentlyselecting qualified subcontractors and vendors. Subcontractors and vendors are integral tomeeting the engagement objectives if subcontractors or vendors are used. Capablesubcontractors and vendors help ensure consistency in meeting client requirements and servicelevels. Failures of incapable subcontractors and vendors could lead to failure of the engagementand even legal action by the dissatisfied client.Subcontractors or vendors may become involved at any time during the sourcing process,depending on the relationship between the organization, subcontractor or vendor, and client.Some relationships between the organization and the subcontractor or vendor may be closer toan alliance or partnership, with the subcontractor or vendor involved with the client as early ascontract negotiations. Other subcontractor or vendor relationships may not start until after thecontract with the client is finalized and requirements are agreed upon (input from ops_pre_3_2).In other cases the client may specify which subcontractors or vendors will be involved with theexecution of the contract.Activities1.Establish the procedures for selecting subcontractors and vendors, based on their ability tomeet identified requirements.a.Provide the support for establishing the subcontractor and vendor selection procedures.b.Document the subcontractor and vendor selection procedures. These proceduresaddress:1) Describing the purpose for selecting subcontractors and vendors based on their abilityto meet identified requirements.2)Identifying requirements subcontractors and vendors need to meet (input fromorg_pre_3_2, ops_pre_1_2).3)Determining the criteria for selection of subcontractors and vendors based on theidentified requirements.4)Collecting information on prospective subcontractors and vendors and their ability tomeet identified requirements.5)Evaluating the ability of prospective subcontractors and vendors to meet identifiedrequirements.6)Selecting subcontractors and vendors based on the determined selection criteria.7)Defining service expectations based on identified requirements.8)Determining rights, responsibilities, and ownership of current and future intellectualproperty (uses activities in ops_over_9_2).9)Providing subcontractors and vendors access to resources they need in order tounderstand, and determine their ability to meet, the service expectations (usesactivities in org_over_4_2).

� Copyright 2002, Carnegie Mellon University1ops_over_3_210)Defining and documenting steps to receive, analyze, and address clarificationsrequired by subcontractors and vendors.11)Determining attributes to be monitored during execution of subcontractor or vendoractivities (output to ops_over_4_2).12)Determining monitoring methods and duration for execution of subcontractor orvendor activities (output to ops_over_4_2).13)Determining dispute handling and escalation methods.14)Establishing and maintaining a formal agreement with the subcontractors andvendors who have been selected, ensuring that the agreement supports client servicelevel requirements and licensing requirements (input from tech_over_4_2).15)Communicating the agreement to the relevant stakeholders.2.Implement the procedures for subcontractor and vendor selection.a.Provide the support for implementation of the selection procedures.b.Communicate the procedures to the appropriate personnel.c.Select subcontractors and vendors, according to the procedures, based on their ability tomeet identified requirements.3.Maintain the procedures for selecting subcontractors and vendors and periodically review theprocedures and actions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. Requirements are usually specific to a client contract (input from org_pre_3_2).However, requirements may be broader and based upon organization needs (e.g.,telecommunications support for a call center with multiple client contracts).Activity 1b3. The selection criteria include factors such as prior experience in providing similarservices or products, minimum capacity in terms of their resources, their location, statutoryissues, and their market share. Other capabilities that an organization should considerinclude track record demonstrating capability to deliver required quality within contracteddelivery schedules; pricing; referrals from past clients; personnel skills, including projectmanagement and organization skills; management systems; financial strength and stability;and infrastructure reliability, including redundancies.Activity 1b6. Subcontractors and vendors can be selected from a short list of preferred vendors.Preferred vendors will already have been analyzed for their capabilities and the organizationcan select the subcontractor(s) or vendor(s) whose capabilities enable them to meet theidentified requirements.Activity 1b11. Determining monitoring attributes for subcontractor or vendor activities may occuras a stand-alone planning activity but is more likely to be part of planning for service delivery(uses activities in ops_exe_15_2).Activity 1b12. The nature and level of monitoring depends on the kind of service or product, andthe prior experience with the subcontractor or vendor.

14� Copyright 2002, Carnegie Mellon Universityops_over_3_2The monitoring may be in the form of a status or coordination review, a technical review, orother types of formal reviews. A status or coordination review includes cost, staffing,performance against commitments, risks addressed, conflict resolution, and correctiveactions taken. A technical review includes verifying the implementation and interpretation oftechnical requirements, and verifying the timely resolution of technical issues.Activity 1b14. The agreement with the selected vendors or subcontractors should includeprovisions for security and confidentiality that adequately satisfy the organization�s policies onsecurity and confidentiality (uses activities in org_over_2_2).Attributes to Measure• Pervasiveness of procedure adherence• Selected subcontractor�s ability to meet requirements• Effectiveness of the procedure

� Copyright 2002, Carnegie Mellon University1ops_over_3_2

14� Copyright 2002, Carnegie Mellon Universityops_over_4_2Monitor the performance of subcontractors and vendors against theircommitments, and take appropriate action.Rationale: Help ensure that commitments will be met by identifying deviations in subcontractorand vendor performance in a timely manner and taking appropriate corrective action.Even capable subcontractors and vendors may have problems. Monitoring of subcontractors andvendors, and appropriate remedial action when necessary, is an intrinsic part of the managementactivities that enable the organization to meet service level commitments to its clients.Monitoring the performance of subcontractors and vendors may occur as a stand-alonemonitoring activity but is more likely to be part of service delivery monitoring (uses activities inops_exe_16_2).Activities1.Provide the support for monitoring the performance of subcontractors and vendors.2.Monitor the performance of subcontractors and vendors against their commitments.a.Determine dispute handling and escalation methods.b.Monitor subcontractor and vendor activities using the defined attributes and monitoringmethods (input from ops_over_3_2).c.Analyze results from the monitoring and determine actions to be taken.d.Maintain records on subcontractor or vendor performance.e.Identify and track to closure actions to be taken when actual performance does not meetrequired outcomes.f.Communicate the status of subcontractor and vendor activities to the relevantstakeholders.3.Periodically review the effectiveness and relevance of the monitoring, and take action asappropriate (uses activities in ops_over_2_2).Supplemental InformationActivity 2c. The actions taken include awarding additional contracts, reducing the amount of worksubcontracted, increasing or decreasing the frequency of monitoring, and providing additionaltraining to subcontractors.

� Copyright 2002, Carnegie Mellon University1ops_over_4_2Activity 2d. Records may be used to determine type of future relationship with the subcontractoror vendor, including expanding or curtailing the relationship.Activity 2e. For a specific subcontractor or vendor agreement, required outcomes are based onservice expectations (input from ops_over_3_2).Attributes to Measure• Quality of subcontracted services• Action item status• Quality of subcontractor relationship

14� Copyright 2002, Carnegie Mellon Universityops_over_5_2Establish and implement procedures to document interactions with clients.Rationale: Demonstrate a clear understanding of the client�s needs by clearly documenting clientinteractions.An established procedure for client interaction supports consistently capturing a common,comprehensive understanding with the client. Capturing client interactions aids in clearlyunderstanding the client�s needs and coordinating the work. Unaided memories can blur overtime; documented interactions provide an external record that helps the organization effectivelymeet client requirements. It also provides documentary evidence for problem analysis in casedisputes occur.Activities1.Establish the procedures for documenting client interactions.a.Provide the support for establishing the interaction capture procedures.b.Document the interaction documentation procedures. These procedures address:1)Describing the purpose for documenting client interactions.2)Identifying the types of client interactions that need to be documented.3)Defining the information to be documented for each type of client interaction.4)Defining the methods and media for documenting client interactions.5)Obtaining client sign off, as appropriate, on information that has been documented.6)Tracking and closing any open issues or decisions made.2.Implement the procedures for documenting client interactions.a.Provide the support for implementation of the interaction documentation procedures.b.Communicate the procedures to the appropriate people (output to ppl_over_12_2).c.Capture client interactions, according to the procedures.3.Maintain the procedures for documenting client interactions and periodically review theprocedures and actions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. Types of interactions to document are formal meetings, change requests, contractnegotiations, and client feedback. Interactions leading to the production of documents suchas RFPs, RFQs, proposals, requirements specifications, contracts, approvals, reports relatedto the status of service design and delivery, clarifications provided by clients, feedback, andrequests for service delivery should be captured.

� Copyright 2002, Carnegie Mellon University1ops_over_5_2Activity 1b3. Information associated with a client�s interactions includes an originator, arespondent, the date and time, and the nature and status of the interaction.Activity 1b5. Client approval for solutions or decisions may be obtained in the form of formal sign-offs.Activity 2a. Tools used to capture client interactions include questionnaires, templates,spreadsheets, e-mail, and specialized software.Attributes to Measure• Size of client interactions• Amount of client interactions• Integrity of client interaction records

14� Copyright 2002, Carnegie Mellon Universityops_over_6_3Establish and implement procedures to prevent reoccurrence of identifiedproblems.Rationale: Change the design and deployment of services to prevent the reoccurrence ofproblems as part of controlling and improving organizational performance.Problems routinely occur during the performance of activities in an organization. Effectivelyidentifying problems and taking appropriate remedial action to prevent their reoccurrence iscritical for controlling and improving organizational performance. In this Practice, organizationallearning and process improvement should occur as well as corrective action being taken toaddress the problem.This Practice is related to ops_exe_6_3, which covers responding to potential failures in deliveryof service. The focus of ops_exe_6_3 is on anticipating potential failures in service delivery andbeing prepared with a set of actions to respond to those failures when they occur (e.g., failure of acritical piece of equipment). These are failures that cannot be completely prevented, or may notbe cost-effective to completely prevent. The focus of ops_over_6_3, on the other hand, is onpreventing problems from reoccurring. This includes doing root cause analysis of past problemsand taking action to solve the root problem.Activities1.Establish the procedures for preventing reoccurrence of identified problems.a.Plan and provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for preventing reoccurrence of identified problems.2)Identifying problem types and determining acceptable timeframes for generating andimplementing actions for each problem type.3)Determining dispute handling and escalation methods.4)Identifying and documenting problems (input from org_over_7_3, km_over_4_3,km_over_8_3, ops_exe_6_3).5)Analyzing and finding solutions to prevent reoccurrence of identified problems (outputto org_over_16_3, km_over_4_3, ops_exe_6_3).6)Aligning solutions with organizational objectives (input from org_over_1_3).7)Communicating the identified problems, solutions, and dispute handling and escalationmethods to relevant stakeholders.8)Implementing solutions and tracking them to closure.2.Implement the procedures for preventing reoccurrence of identified problems.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the procedures.c.Communicate the procedures to the relevant stakeholders.d.Prevent reoccurrence of identified problems according to the procedures.

� Copyright 2002, Carnegie Mellon University1ops_over_6_33.Maintain and verify the procedures for preventing reoccurrence of identified problems.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction as appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1b4. Problems are identified based on verification activities, performance monitoring, andevaluation of training effectiveness.Activity 1b5. Techniques for finding solutions to problems include root cause analysis,brainstorming, designing experiments, or testing for significance.Solutions typically include modifying service delivery process; revising delivery plans;adjusting resources; and negotiating changes to commitments or service levels (output toops_exe_11_2, ops_exe_15_2).Not all problems may be cost-effective to prevent. Therefore, some solutions may not actuallyprevent the problem from occurring but may provide guidance on how to respond to aproblem when it occurs (e.g., workarounds) (output to ops_exe_6_3).Attributes to Measure• Amount of remedial action• Effectiveness of the remedial action

14� Copyright 2002, Carnegie Mellon Universityops_over_7_4Proactively identify potential problems and implement actions to precludetheir occurrence.Rationale: Improve organizational performance and enhance value to clients in part byproactively identifying potential problems and taking appropriate preventive actions.Identification of potential problems may be based on analyses of the organization�s capabilitybaselines, benchmarks of competitor performance, or market trends. Preventive actions mayinclude adopting innovative technologies, processes, and tools. They may also include shifts inthe strategic direction of the organization.This Practice expands on ops_over_6_3, which covers preventing problems from reoccurring.The focus of ops_over_7_4 expands on the concept of reactively preventing known problemsfrom reoccurring to proactively identifying potential unknown problems and preventing theiroccurrence in the first place. At level 3, the organization bases preventive actions on problemsthat have been identified. At level 4, the organization takes proactive action to prevent potentialproblems.Activities1.Plan and provide the support for identifying potential problems and preventing theiroccurrence.2.Identify potential problems and prevent their occurrence.a.Identify problem types and determine acceptable timeframes for generating andimplementing actions for each problem type.b.Determine dispute handling and escalation methods.c.Identify and document potential problems (input from org_over_7_3, ops_exe_6_3).d.Gather data on similar problems that have occurred (input from org_over_9_4,ppl_over_13_4, ops_over_6_3, tech_exe_2_3, km_over_4_3, km_over_8_3; output totech_over_5_4).e.Analyze and find solutions to prevent occurrence of identified problems.1)Conduct root cause analysis to determine common causes of problems.2)Develop solutions to address common causes of problems.3)Develop business case for each solution.4)Prioritize solutions based on business case and organizational objectives (input fromorg_over_1_3).5)Select the solutions to pursue based on the priorities.f.Communicate the identified problems, solutions, and dispute handling and escalationmethods to relevant stakeholders.g.Implement solutions, and track them to closure (uses activities in org_over_6_4.

� Copyright 2002, Carnegie Mellon University1ops_over_7_43.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice across the organization, and take actionas appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1. Personnel may undergo training in relevant areas such as statistical methods andcausal analysis.Activity 2c. Statistical analysis techniques can be used to review performance data taken fromorganizational baselines and benchmarks (uses activities in org_over_8_4, org_over_9_4).Analysis may reveal statistically significant trends in the data. These trends can be furtheranalyzed to identify common problem areas faced by the organization.Activity 2e. Preventive actions can include training or retraining of personnel, updatingprocedures, revising monitoring methods and frequency, and improving communications toincrease awareness of identified root cause problems.Activity 2e2. Not all problems may be cost-effective to prevent. Therefore, some solutions maynot actually prevent the problem from occurring but may provide guidance on how to respondto a known problem when it occurs (e.g., workarounds) (output to ops_exe_6_3).Attributes to Measure• Effectiveness of preventive actions• Return on investment of preventive actions

14� Copyright 2002, Carnegie Mellon Universityops_over_8_2Establish and implement procedures to meet security and confidentialityrequirements.Rationale: Meet or exceed stakeholder requirements for security and confidentiality to create apositive and trusting relationship and to protect the organization from vulnerabilities that mayimpact the organization�s service capability.An established procedure for ensuring security and confidentiality supports consistently andadequately addressing these requirements. The organization�s ability to meet the security andconfidentiality requirements of a client is a key consideration for its selection. This is intended tofoster a successful client relationship by increasing the level of trust. Breakdowns in security orconfidentiality can damage the relationship with stakeholders and make involved partiesvulnerable to legal action. Security breaches can impact the organization�s ability to provideadequate service.Activities1.Establish the procedures to meet security and confidentiality requirements.a.Provide the support for establishing the security and confidentiality procedures.b.Document the procedures. These procedures address:1)Describing the purpose for meeting requirements for security and confidentiality.2)Identifying stakeholder requirements for security and confidentiality (input fromorg_pre_3_2 and ops_pre_1_2; output to org_exe_1_2, org_over_13_2, ops_exe_4_2,ops_exe_10_2, tech_over_2_2, tech_over_3_2).a)Identifying physical security requirements.b)Identifying data and software security requirements.c)Identifying data confidentiality and privacy requirements.3)Defining security and confidentiality solutions, based on the identified requirements.4)Updating security and confidentiality requirements and solutions, as appropriate.a)Determining impact of changes in technology (output to tech_over_1_2).b)Monitoring development of solutions from external sources.c)Monitoring current and potential threats to the organization.5)Aligning solutions with the organization�s policies on security, confidentiality andprotection of intellectual property (input from org_over_2_2).6)Determining dispute handling and escalation methods.7)Communicating the identified requirements, solutions, and escalation methods torelevant stakeholders.8)Performing security and confidentiality activities, based on the defined solutions.

� Copyright 2002, Carnegie Mellon University1ops_over_8_22.Implement the procedures for meeting security and confidentiality requirements.a.Provide the support for implementation of the procedures.b.Communicate the procedures to the appropriate people.c.Meet client requirements for security and confidentiality, according to the procedures.3.Maintain the procedures for meeting client requirements for security and periodically review theprocedures and actions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. Requirements for security, confidentiality and privacy may include procedures foraccess to networks, data backup, and physical access restrictions.Activity 1b3. Some solutions may be installation of new software for authentication of users,installation of new encryption software or tools, configuration of network and communicationprotocols, separate hardware and operating systems, and additional or new variants of virusscanners.Activity 1b4b. External sources for information on solutions for security and confidentiality aresuppliers and vendors, government agencies, and academia. Solutions may include updatesto antivirus software, product updates, etc.Activity 1b4c. The organization should monitor for any breaches in security and confidentiality, orfor high levels of activity in a particular area, to make sure that current solutions areadequate. The organization should monitor itself as well as track what is happening in theindustry to identify potential threats (e.g., a new virus is affecting other organizations with asimilar infrastructure).Attributes to Measure• Comprehensiveness of the procedure• Effectiveness of the procedure• Adherence to the procedure

14� Copyright 2002, Carnegie Mellon Universityops_over_9_2Establish and implement procedures to protect the intellectual property ofstakeholders, as appropriate.Rationale: Meet or exceed stakeholder requirements for protection of their intellectual property tocreate a positive and trusting relationship and to protect the organization from disputes or legalaction.An established procedure for protecting intellectual property supports consistently and adequatelyaddressing these requirements. This is intended to foster a successful relationship withstakeholders by increasing the level of trust. Inappropriate use of intellectual property candamage the relationship with stakeholders and make the organization vulnerable to legal action.Intellectual property may include proprietary software, hardware, designs, methodologies,service-related documents, data, training, trademarks, copyrights, drawings, layouts, processes,procedures, policies, and other proprietary technology or materials. Stakeholders may be theclient, subcontractors or vendors, as well as employees of any of these organizations.Activities1.Establish the procedures for protecting the intellectual property of stakeholders.a.Provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for protecting the intellectual property of stakeholders.2)Identifying relevant stakeholders.3)Identifying existing intellectual property and its ownership for all relevant stakeholders.a)Determining and documenting rights, responsibilities and ownership of currentintellectual property (output to org_pre_3_2, ops_pre_1_2, tech_over_3_2).b)Determining and documenting rights, responsibilities and ownership of futureintellectual property (output to org_pre_3_2, ops_pre_1_2, tech_over_3_2).c)Determining disposition of current and future intellectual property during contractcompletion (output to org_pre_3_2, ops_pre_1_2, ops_post_1_2, tech_over_3_2).4)Determining and documenting dispute handling and escalation methods.5)Reviewing determined rights, responsibilities and ownership of intellectual property.6)Obtaining approval of determined rights, responsibilities and ownership of intellectualproperty from relevant stakeholders.7)Communicating the dispute handling and escalation methods and the rights,responsibilities and ownership of current and future intellectual property.8)Tracking use of identified intellectual property and changes in rights, responsibilitiesand ownership of intellectual property (input from tech_over_1_2).9)Obtaining approval of changes in rights, responsibilities and ownership of intellectualproperty from relevant stakeholders, as appropriate.

� Copyright 2002, Carnegie Mellon University1ops_over_9_22.Implement the procedures for protecting the intellectual property of stakeholders.a.Provide the support for implementation of the procedures.b.Communicate the procedures to the relevant stakeholders.c.Protect the intellectual property of stakeholders according to the procedures.3.Maintain the procedures for protecting intellectual property and periodically review theprocedures and actions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. Relevant stakeholders include clients, organization, subcontractors and vendors,and employees.Activity 1b3. These rights, responsibilities and ownership may be outlined in contracts with theclient, subcontractors or vendors.Activity 1b3b. Future intellectual property is any intellectual property purchased, transferred ordeveloped while engaged in a sourcing relationship.Attributes to Measure• Comprehensiveness of the procedure• Effectiveness of the procedure• Adherence to the procedure

14� Copyright 2002, Carnegie Mellon Universityops_over_10_2Establish and implement procedures to comply with statutory andregulatory requirements.Rationale: Comply with statutes and regulations that impact the organization�s service capabilityto avoid client dissatisfaction and to protect the organization from disputes or legal action.An established procedure for addressing statutory and regulatory requirements supportsconsistently and comprehensively complying with legal requirements. An organization needs tocomply with statutes and regulations that impact its service capability in order to avoid clientdissatisfaction, especially in international sourcing relationships where multiple legal systems mayaffect the relationship. Compliance with statutory and regulatory requirements is also necessaryfor ethical organizational functioning.Statutes and regulations may be personnel-related, such as working hours, wages, time off, andthe physical work environment; technology-related, such as those governing encryption, datatransmission and confidentiality; market-related, such as those governing services permitted to beoutsourced, restrictions on government contracts and minimum performance standards; andservice-related, such as those governing service levels, and restrictions on contract value andduration.Activities1.Establish the procedures to comply with statutory and regulatory requirements in the contract.a.Provide the support for establishing the compliance procedures.b.Document the compliance procedures. These procedures address:1)Describing the purpose for complying with statutory and regulatory requirements incontract.2)Identifying statutes and regulations applicable for the markets, geographical regions,and specific services provided by the organization.3)Identifying any additional statutes and regulations applicable to meeting identifiedclient requirements (output to org_pre_3_2, org_exe_3_2, ops_pre_1_2,ops_exe_4_2).4)Analyzing the impact of statutes and regulations on the organization includingprocedures, personnel, infrastructure, and technology.5)Identifying design activities necessary to bring existing procedures, policies andguidelines into compliance with the requirements (output to ops_exe_2_2,ops_exe_5_2).6)Identifying deployment activities necessary to comply with the requirements (output toops_exe_4_2).7)Initiating identified activities (uses activities in opps_exe_5_2, ops_exe_14_2).8)Monitoring compliance with, and tracking changes to, applicable statutes andregulations.9)Updating information on statutes and regulations, and incorporating the changes intothe organization’s procedures and infrastructure, as appropriate.10)Initiating contract amendment negotiations to incorporate changes necessary to bringcontract terms into compliance with applicable statutes and regulations, as appropriate(output to org_pre_3_2).

� Copyright 2002, Carnegie Mellon University1ops_over_10_22.Implement the procedures for complying with statutory and regulatory requirements in contract.a.Provide the support for implementation of the compliance procedures.b.Communicate the procedures to the relevant stakeholders.c.Comply with statutory and regulatory requirements, according to the procedures.3.Maintain the procedures for complying with statutory and regulatory requirements in contractand periodically review the procedures and actions taken to implement the procedures (usesactivities in ops_over_2_2).Supplemental InformationActivity 1b3. Client-specific statutes and regulations may include regulations stipulated by thegovernment of the client’s country. In addition, the client may specifically request some of therequirements. However, it is the responsibility of the organization to ensure that all statutoryand legal requirements are understood and met.Activity 1b7. Activities the organization may take in order to comply with regulations includemodifying technological infrastructure, preparing and submitting reports required by statutes,and obtaining required approvals.Attributes to Measure• Comprehensiveness of the procedure• Effectiveness of the procedure• Adherence to the procedure

14� Copyright 2002, Carnegie Mellon Universityops_pre_1_2Establish and implement procedures to gather a client�s requirements.Rationale: Gathering client requirements accurately enables the organization to design, deploy,and deliver a service that comprehensively meets client expectations.An established procedure for gathering client requirements supports consistently andcomprehensively documenting and analyzing the requirements. Effectively gathering a client�srequirements enables the organization to fully understand and prepare a solution to meet clientexpectations and needs. The client requirements may be poorly expressed at the beginning ofthe engagement or they may evolve over time, so requirements elicitation and capture is an on-going process.Gathering requirements occurs during the entire Precontract phase. This can start as early asinitial discussions with client or receipt of an RFI/RFP and continue through the formal capture ofrequirements during contract negotiation.Activities1.Establish the procedures for gathering client requirements.a.Provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for gathering client requirements.2)Determining duration, methods, and media for gathering client requirements.3)Ensuring that the security, confidentiality and protection of intellectual property policiesare followed while gathering requirements (input from org_over_2_2).4)Gathering and documenting client requirements, identifying client needs that areimplied or unstated (input from ops_over_9_2, ops_over_10_2, ops_pre_4_2; output toorg_pre_3_2, org_exe_1_2, ops_over_3_2, ops_over_8_2, ops_pre_2_2,ops_pre_3_2, ops_pre_4_2, tech_over_1_2).5)Obtaining clarification from the client on incomplete or unclear requirements orinformation.6)Obtaining client approval of gathered requirements, to verify the accuracy ofunderstanding.7)Obtaining and documenting client acceptance of decisions related to the requirements,as appropriate.8)Updating client requirements, as appropriate, and track the changes made to therequirements.2.Implement the procedures for gathering client requirements.a.Provide the support for implementation of the procedures.b.Communicate the procedures to the relevant stakeholders.c.Gather the requirements according to the procedures.

� Copyright 2002, Carnegie Mellon University1ops_pre_1_23.Maintain the procedures for gathering client requirements and periodically review theprocedures and actions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. Methods to gather client requirements include obtaining all documents related toservice (e.g., client or end-user manuals, specifications, samples), conducting interviews ofclient personnel and end-users, administering standard questionnaires, and collectingartifacts.Activity 1b4. Client requirements include services to be delivered, service characteristics,performance criteria, service levels, relationships with other service providers, disposition ofassets (personnel, technology, licenses, etc.), and facilities. These requirements may bequantitative or qualitative in nature.Where applicable, the requirements should also state the �context� or the �user environment�in which the service will be deployed.Other inputs required from the client will include delivery milestones; resources required,including specific skills needed to deliver the service; reports, including the format, media,and frequency; media of service delivery, such as tapes, floppies, compact discs; method ofdelivery, whether by courier or via Internet; returnable and non-returnable client suppliedmaterial; and, any specific cultural issues to be addressed.Gathering requirements and updating negotiation topics are iterative processes.Identification of a new requirement may result in an update of topics to negotiate andupdating negotiation topics may lead to a change in requirements.Activity 2a. Training can include interviewing techniques and recording client requirements.Attributes to Measure• Comprehensiveness of the requirements• Completeness of the requirements

14� Copyright 2002, Carnegie Mellon Universityops_pre_2_2Prior to committing to the prospective client, review requirements andensure that the organization can meet them.Rationale: Understand client requirements and the organization�s capabilities to determinewhether the organization can satisfy client requirements.Before making commitments to clients, the organization should review the feasibility of meetingthose requirements with present or planned capabilities while also achieving its own businessobjectives. This drives organizations to proactively understand, plan, and manage clientexpectations and work towards acquiring needed capabilities.Activities1.Provide the support for reviewing prospective client requirements and ensuring that theorganization can meet them.2.Prior to committing to the client, review prospective client requirements and ensure that theorganization can meet them.a.Identify and document the client requirements that need a response (input fromops_pre_1_2).b.Solicit input from personnel who are involved in executing the contract on the ability tomeet requirements.c.Conduct a feasibility analysis of the ability to meet requirements before responding to anyclient requirements.d.Identify inabilities to meet client requirements and implement appropriate actions and trackthem to closure.e.Communicate the results of the analysis to the relevant stakeholders.f.Incorporate the results of the analysis in responding to client requirements or requests forproposals (output to ops_pre_3_2).3.Periodically review the effectiveness and relevance of reviewing prospective clientrequirements, and take action as appropriate (uses activities in ops_over_2_2).

� Copyright 2002, Carnegie Mellon University1ops_pre_2_2Supplemental InformationActivity 1. Information required for reviewing requirements includes technology infrastructurerequirements, delivery milestones, estimation of resources, service levels, and servicespecifications. Other client information required for review includes policies and procedures tofollow, status reporting, security and confidentiality requirements, cultural attributes, anddefinitions and documentation of roles and responsibilities.Activity 2a. Client requirements that need a response can be in the form of a Request ForProposal (RFP), a Request For Information (RFI), or a Request For Quotations (RFQ).Activity 2c. Use organizational data on performance capabilities for the feasibility analysis. Thisincludes consideration of current skills and available personnel and facilities, as well asconsideration of resource consumption on similar contracts (input from ppl_over_4_2,ppl_over_7_2, km_exe_1_2).Ensure that the feasibility analysis covers client requirements including service expectations,technology infrastructure, service delivery schedule, and effort.Activity 2d. An appropriate action may be to tell the client that you cannot meet its requirements,especially if meeting the requirements is not aligned with the organization�s businessobjectives.Attributes to Measure• Effectiveness of the viability review

14� Copyright 2002, Carnegie Mellon Universityops_pre_3_2Establish and implement procedures to respond to the requirements of aprospective client.Rationale: Provide comprehensive and timely responses to a client�s inquiries, requests, orrequirements in an orderly manner.An established procedure for responding to the requirements of potential clients supportsconsistent and responsive interactions. A disciplined interface between the organization and theclient helps ensure consistency in the content of interactions. Documenting and communicatingresponses from the client about requirements should enable organizations to clarify concerns andprovide responses of acceptable quality.Activities1.Establish the procedures for responding to the requirements of a prospective client.a.Provide the support for establishing the requirements response procedures.b.Document the requirements response procedures. These procedures address:1)Describing the purpose for responding to the requirements of a prospective client,identify expected results.2)Identifying and documenting the client requirements that need a response (usesactivities in ops_pre_1_2).3)Obtaining clarification from the client, as appropriate.4)Preparing a documented response to each identified client requirement based on thefeasibility analysis (input from ops_pre_2_2).5)Communicating the response to the client.6)Providing clarifications to the client, as appropriate.7)Monitoring the progress of responses to client requirements.2.Implement the procedures for responding to the requirements of a prospective client.a.Provide the support for implementation of the requirements response procedures.b.Communicate the procedures to the appropriate people.c.Respond to the requirements of a prospective client, according to the procedures.3.Maintain the procedures for responding to the requirements of a prospective client andperiodically review the procedures and actions taken to implement the procedures (usesactivities in ops_over_2_2).

� Copyright 2002, Carnegie Mellon University1ops_pre_3_2Supplemental InformationActivity 1b4. An organization�s response may be in the form of a proposal. The proposal mayinclude sections on the organization�s track record, management, client referrals, the serviceto be provided, the pricing, the service levels, and the responsibilities of the client and theorganization.Activity 1b7. Monitoring the response includes tracking activities, checking the quality of theresponse, tracking effort in terms of cost and time, monitoring client feedback and takingnecessary follow-up action.Activity 2a. Personnel that can be involved in responding to requirements include personnel fromservice design, deployment, and delivery, commercial, legal and human resources.Attributes to Measure• Effectiveness of response• Comprehensiveness of the response

14� Copyright 2002, Carnegie Mellon Universityops_pre_4_2Prior to and during negotiation, identify topics requiring client agreement.Rationale: Achieve a common understanding between the organization and the client withrespect to key negotiation topics.Identifying key topics enables the organization to structure the negotiation process tocomprehensively address any concerns that require clarification and agreement by both the clientand the organization. It also reflects a degree of preparedness that enhances a client�s trust inthe capability of the organization and should aid in developing positive relationships.Activities1.Provide the support for identifying topics.2.Identify topics requiring client agreement.a.Identify and document an initial set of topics to negotiate based on existing organizationalguidelines, policies and procedures (input from org_pre_2_2) and information known aboutthe client requirements (input from ops_pre_1_2).b.Prior to negotiation, communicate the initial set of topics to the client.c.Ensure that the security, confidentiality and protection of intellectual property policies arefollowed while negotiating with clients (input from org_over_2_2).d.During negotiations with the client, update the topics requiring client agreement (input fromops_pre_1_2; output to org_pre_3_2).e.Communicate the updates to the relevant stakeholders (output to ops_pre_1_2).f.During negotiation, monitor the status of identified topics and track them to closure.3.Periodically review the effectiveness and relevance of identifying topics, and take action asappropriate (uses activities in ops_over_2_2).Supplemental InformationActivity 2a. Topics to be negotiated may include scope of service, performance standards,pricing, factors for designing and deploying the service, management and control issues,billing and payment terms, termination provisions, security, confidentiality, warranties andindemnities, limitation of liability, use of subcontractors, licensing, contract amendmentmechanisms, communication channels, technology modification or upgrading, and issuesduring transition of service. Initial identification of topics may come from previous contactwith the client, RFIs, market information gathered about the client, etc.

� Copyright 2002, Carnegie Mellon University1ops_pre_4_2Activity 2d. Gathering requirements and updating topics is an iterative process. Identification of anew requirement may result in an update of topics to negotiate and updating negotiationtopics may lead to a change in requirements.Attributes to Measure• Effectiveness of key issue identification• Status of key issues

14� Copyright 2002, Carnegie Mellon Universityops_pre_5_2Define the roles and responsibilities of the organization and the client withrespect to the proposed contract.Rationale: Achieve a common understanding between the organization and client with respect toroles and responsibilities of each party.Clearly defined roles and associated responsibilities for both the client and the organization arecritical for consistently and successfully executing the contract and delivering the service. Thisalso aids during dispute resolution by tracking service performance issues where nonfulfillment ofdefined roles and responsibilities occur.Activities1.Provide the support for defining the roles and responsibilities of the organization and the client.2.Define the roles and responsibilities of the organization and the client.a.Identify and document the roles and responsibilities of the organization, the client, and therelevant stakeholders.b.Define and document remedial actions to be taken when identified responsibilities are notmet.c.Determine dispute handling and escalation methods and identify contact personnel for therelevant stakeholders who will be responsible for escalation when identified responsibilitiesare not met.d.Communicate the defined responsibilities and escalation methods to the relevantstakeholders (output to org_pre_3_2).e.Obtain acceptance from relevant stakeholders on the identified roles and responsibilities.3.Periodically review the effectiveness and relevance of defined roles and responsibilities, andtake action as appropriate (uses activities in ops_over_2_2).Supplemental InformationActivity 2a. An organization identifies roles and responsibilities based on both the activities to beperformed in the sourcing relationship, and on input from the client. Stakeholders mayinclude subcontractors and vendors if they have been selected prior to signing the contract.

� Copyright 2002, Carnegie Mellon University1ops_pre_5_2The responsibilities of the client may include providing the inputs for requirements as andwhen required; studying and approving service designs; supplying the inputs required forperforming the service including data, documents, and information at designated intervals;providing feedback and making payments at predefined intervals; establishing change controlmechanisms; answering queries within a specified time period; identifying points of contactsfor various activities such as general clarifications, technical queries, and queries relating toaccount or billing or payment; designating personnel authorized to monitor the progress ofthe contract, to provide feedback, and to answer queries; and approval of milestones met.Responsibilities of the organization may include identifying contact personnel, sendingservice design and service delivery plans for approvals, meeting milestones, achievingservice levels, maintaining continuity of service in case of contract completion or termination,and training of clients and end-users.Attributes to Measure• Awareness of contractual roles• Adherence to contractual roles• Effectiveness of contractual roles

14� Copyright 2002, Carnegie Mellon Universityops_exe_1_3Establish and implement procedures to design and deploy the service tomeet client requirements.Rationale: Establish a service delivery framework that enables the organization to effectivelymeet client requirements according to agreed upon service levels.An established procedure for design and deployment supports consistently and predictablydesigning high-quality services, deploying services, and effectively managing design anddeployment activities. The objective is to provide designed services that meet client requirementsand are deployed within agreed upon timeframes.Use existing processes and activities from planning (input from ops_exe_2_2), design (input fromops_exe_5_2) and deployment (input from ops_exe_14_2) as inputs to the development of thisPractice. Once the Practice, and its related procedures, is established, the Practice will then beused to plan (output to ops_exe_2_2), design (output to ops_exe_5_2) and deploy (output toops_exe_14_2) service for all client contracts.Activities1.Establish the procedures for designing and deploying services to meet clients� requirements.a.Plan and provide the support for establishing the service design and deploymentprocedures.b.Document the planning procedures (output to ops_exe_2_2). These procedures address:1)Describing the purpose for developing a plan to design and deploy the service.2)Estimating design and deployment effort.3)Planning the design of the service.4)Planning the deployment of the service.5)Reviewing the plan.6)Obtaining approval of the plan.7)Communicating the plan to relevant stakeholders.c.Document the design procedures (output to ops_exe_5_2). These procedures address:1)Describing the purpose for designing the service according to clients� requirements.2)Defining roles, responsibility and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Determining opportunities to reuse work products and service components (input fromkm_over_5_3).4)Identifying cultural attributes that impact service (uses activities in org_exe_2_3).

� Copyright 2002, Carnegie Mellon University1ops_exe_1_35)Identifying and designing the work environment (uses activities in ppl_over_7_2).6)Designing the personnel structure used to deliver the service.7)Designing the technology infrastructure.8)Design the processes, policies and procedures used to deliver the service.9)Coordinating the design activities, ensuring that service design is integrated and basedon the service specification (input from ops_exe_4_2).10)Reviewing and verifying the design (uses activities in ops_exe_13_3).11)Communicating the design to relevant stakeholders.d.Document the deployment procedures (output to ops_exe_14_2). These proceduresaddress:1)Describing the purpose for deploying the service according to the design.2)Deploying the physical environment.3)Deploying the personnel structure.4)Deploying the technology infrastructure.5)Deploying the processes, policies and procedures.6)Coordinating the deployment activities, ensuring that service delivery is integrated andbased on the design.7)Reviewing the deployment activities against the expected results, taking action asappropriate.2.Implement the procedures for designing and deploying services to meet clients� requirements.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the service design and deployment procedures.c.Communicate the procedures to the appropriate personnel.d.Design and deploy services to meet clients� requirements, according to the procedures.3.Maintain the procedures for designing and deploying services to meet clients� requirements.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction if required (uses activities in org_over_10_3).Supplemental InformationAttributes to Measure• Effectiveness of the procedures• Comprehensiveness of the procedures• Adherence to the procedures

14� Copyright 2002, Carnegie Mellon Universityops_exe_2_2Develop a plan to design and deploy the service.Rationale: Enable the organization to deliver service that meets client commitments, in part, byeffectively managing service design and deployment activities.Planning is critical for setting expectations for both the client and the organization. Plans alsoform the basis for monitoring and reviewing service design and deployment activities.Activities1.Provide the support for developing a plan to design and deploy the service.2.Estimate design and deployment effort (output to km_exe_1_2).a.Identify client requirements and contract commitments that will impact design anddeployment (input from org_exe_1_2).b.Analyze requirements to identify design and deployment activities.c.Align activities with engagement objectives (input from ops_over_1_2).d.Estimate the resources required for designing and deploying the service, including theeffort and timeframe required for each activity (input from km_exe_1_2).e.Determine milestones and planned progress reviews (output to ops_exe_3_2).f.Determine attributes to be monitored during design and deployment (output toops_exe_3_2).g.Determine monitoring methods and duration of monitoring for design and deploymentactivities (output to ops_exe_3_2).3.Plan the design of the service (input from ops_over_10_2; output to ops_exe_5_2,ops_exe_3_2).a.Develop methods for handling changes during service design.b.Create a schedule of design tasks.c.Determine personnel and training required to design the service (uses activities inppl_exe_1_2).d.Document personnel assignments in the plan (input from ppl_over_4_2).e.Determine additional resources required to design the service (uses activities inorg_over_4_2, ppl_over_7_2 and km_over_2_2).

� Copyright 2002, Carnegie Mellon University1ops_exe_2_24.Plan the deployment of the service (input from ops_over_10_2; output to ops_exe_14_2 andops_exe_3_2).a.Develop a transition plan and schedule for the physical environment (input fromppl_over_7_2).b.Develop a transition plan and schedule for the technological infrastructure (input fromtech_over_1_2 and tech_exe_1_2).c.Develop a transition plan and schedule for the personnel structure (input fromppl_over_4_2 and ppl_exe_2_2).d.Develop a transition plan and schedule for processes, policies and procedures.e.Develop a list of expected results from deployment activities.5.Review the plan.a.Review the plan for correctness, clarity, and adequacy.b.Obtain approval of the plan.c.Communicate the plan to relevant stakeholders.d.Periodically review and revise the plan, as appropriate (uses activities in ops_over_2_2;input from ops_exe_3_2).Supplemental InformationActivity 2a. This includes project deliverables, milestones and client-supplied resources.Depending on the timing of the creation of the design and deployment plan and the servicespecification, requirements may also come from the service specification (input fromops_exe_4_2).Activity 2d. Resources include monetary resources, personnel and training, and technology andfacilities infrastructure. Estimates of resources are based on details of similar projectsexecuted by the organization, availability of personnel and skills, lead times required forprocurement, interdependencies within activities and resources, risks associated withresources, and capacity of resources including facilities and technology.Activity 2f. Attributes of service design and deployment activities tracked include resources used,milestones achieved, and quality of work products and service components.Activity 4e. This checklist will assist in confirming the success of deployment activities. It shouldbe used to help verify that:• Required communications are in place (e.g., procedures, contact lists, escalation lists)• Physical environment is adequate (e.g., building access has been provided to allpersonnel, space assignments have been made, etc.)• Technology infrastructure is ready for service delivery (e.g., physical network, wiring, hubs,routers, pbx, workstations, servers, printers, systems software, etc.)• Personnel are prepared to deliver service (e.g., training has been conducted, acompensation and reward structure is in place, roles and responsibilities have beencommunicated, etc.)• Procedures, policies, and guidelines are in place and have been communicated topersonnel.

14� Copyright 2002, Carnegie Mellon Universityops_exe_2_2Activity 5a. Involve personnel who will implement the plan when conducting the review.Activity 5b. Approval is made by designated personnel and by the client on key issues, asrequired.Activity 5d. Project plans are updated due to changes in client requirements, contractamendments, service modifications, and changes in resource availability (input fromorg_pre_3_2, ops_pre_1_2, ops_exe_11_2).Attributes to Measure• Design status relative to the plan• Effectiveness of design plans

� Copyright 2002, Carnegie Mellon University1ops_exe_2_2

14� Copyright 2002, Carnegie Mellon Universityops_exe_3_2Track service design and deployment activities against the plan atdesignated intervals.Rationale: Manage expectations by taking corrective action when deviations from the plan occurto help ensure that the service is designed and deployed as agreed upon with the client.Tracking against the plan provides visibility to the organization on the progress of service designand deployment. When problems occur timely interventions help ensure that expectations forservice design and deployment are appropriately managed.Activities1.Provide the support for tracking service design and deployment activities against the plan.2.Track service design and deployment activities against the plan.a.Define and establish channels for communicating the status of the service design anddeployment activities.b.Determine dispute handling and escalation methods.c.Track the service design and deployment activities against the plan using the definedmonitoring methods (input from ops_exe_2_2, ops_exe_5_2, ops_exe_14_2; output tokm_exe_1_2).d.Identify and track to closure actions to be taken when actual performance does not meetrequired outcomes (output to ops_exe_2_2).e.Communicate the progress of the service design and deployment activities to the relevantstakeholders.3.Periodically review the effectiveness and relevance of the tracking, and take action asappropriate (uses activities in ops_over_2_2).Supplemental InformationActivity 2c. Tracking mechanisms include periodic status reporting and scheduled meetings.

� Copyright 2002, Carnegie Mellon University1ops_exe_3_2Attributes to Measure• Design status relative to the plan• Currency of tracking information

14� Copyright 2002, Carnegie Mellon Universityops_exe_4_2Develop the service specification.Rationale: Enable the organization to meet client requirements and expectations, in part, bybuilding an accurate and comprehensive service specification.An accurate and comprehensive service specification enables an organization to meet clientrequirements effectively, since services are designed, deployed, and delivered on the basis of theservice specification. As the service evolves over time, the service specification captures theexpectations of the client and the organization.Activities1.Provide the support for developing the service specification.2.Develop the service specification. This addresses:a.Defining and documenting the services to be provided, based on the client requirements(input from org_exe_1_2).b.Determining service levels for the defined services.c.Ensuring that the service specification addresses applicable statutes and regulations (inputfrom ops_over_10_2) and security and confidentiality requirements (input fromorg_pre_3_2, ops_over_8_2).d.Reviewing the service specification for clarity, correctness, and adequacy.e.Obtaining feedback from relevant stakeholders.f.Incorporating changes and updating the service specification, as appropriate (output toops_exe_2_2).g.Obtaining client sign off for the service specification.h.Communicating the service specification to the relevant stakeholders (output toops_exe_5_2, tech_over_1_2).3.Periodically reviewing the effectiveness and relevance of the service specification developed,and taking action as appropriate (uses activities in ops_over_2_2).Supplemental InformationActivity 2a. Definitions of services include availability of each service, service requests, priority ofservices, functional and performance requirements, business and technical goals andobjectives, clear representation of the needs of clients and end-users and client-imposedconstraints on standards, security, and confidentiality policy.

� Copyright 2002, Carnegie Mellon University1ops_exe_4_2Activity 2b. Service levels are determined based on an analysis of the current baselines ofservices offered, a review of engagement objectives, a review of customer expectations, andan analysis of the availability of each service. Analysis of current baselines is typically donethrough a baseline assessment or an evaluation of historical performance.Activity 2f. Changes may require modification to services (output to ops_exe_11_2).Attributes to Measure• Comprehensiveness of the service specification• Clarity of the service specification

14� Copyright 2002, Carnegie Mellon Universityops_exe_5_2Design the service based on the service specification.Rationale: Enable the organization to meet client requirements and expectations, in part, bybasing the designed service on the previously agreed upon service specification.The service specification consolidates all service delivery requirements, including those explicitlystated by the client and those perceived by the organization as necessary for the project. While itis expected that the service (and specification) will evolve over the life of the engagement, it isessential to design the service based on the service specification to meet client expectations.Activities1.Provide the support for designing the service.2.Design the service based on the service specification (input from ops_exe_2_2, ops_exe_4_2;output to ops_exe_5_2, ops_exe_14_2, ops_exe_15_2).a.Identify and design the work environment (uses activities in ppl_over_7_2).b.Design the personnel structure used to deliver the service.1)Determine personnel required to deliver the service (uses activities in ppl_over_4_2).2)Determine training required to deliver the service (uses activities in ppl_over_6_2).3)Determine teams required to deliver the service.c.Design the technology infrastructure.1)Identify technology required to deliver the service (input from tech_over_1_2).2)Identify sources of the required technology (input from tech_over_1_2).d.Design the processes, policies and procedures used to deliver the service.1)Identify the service activities to be performed and the resources to be provided.2)Identify applicable existing processes, policies and procedures and guidelines, tailoringto the service specification as appropriate (input from km_over_2_2).3)Determine need for new processes, policies, procedures and guidelines (input fromops_over_10_2).4)Define process specifications for the delivery of service (input from ops_exe_7_2,ops_exe_8_2, ops_exe_10_2, ops_exe_9_2, ops_exe_11_2, ops_exe_12_2).5)Define quality specifications to monitor the quality of the service delivered (output toops_exe_9_2).

� Copyright 2002, Carnegie Mellon University1ops_exe_5_2e.Coordinate the design activities, ensuring that service design is integrated and based onthe service specification.f.Review the design (input from ops_exe_7_2).1)Review the design for correctness, clarity, and adequacy.2)Obtain approval of the design.3)Communicate the design to relevant stakeholders.4)Periodically review the effectiveness and relevance of the design and revise, asappropriate (uses activities in ops_over_2_2).Supplemental InformationActivity 2c2. Technology may be transferred from the client, or it may be existing and/or providedby subcontractors or vendors.Activity 2d2. Some existing policies and procedures cover management of security, risk, anddisasters, interacting with clients and subcontractors or vendors, and managing technology(input from org_over_2_2, org_over_3_2, org_over_13_2, ops_over_3_2, ops_over_5_2,ops_over_8_2, tech_over_1_2, tech_over_2_2, tech_over_3_2).Activity 2d4. The process specification may be multiple documents containing the necessaryprocedures, policies and guidelines. Ensure that the process specification includes:• Methods for communicating with client and end-users. Methods of communication withclients and end-users include predefined contact personnel, methods of communication,and frequency, and media used. Media used can include high-speed data links, e-mails,FTP site, telephone, and fax. Points of contact and formats developed will includedefined contact points, service requests, status reports, exception reports, and clientescalation.• Defined steps for receipt and delivery of service requested. Steps identified for receipt ofservice requested include acknowledgement, review for comprehensiveness and clarity,and registering the request. The steps identified for receipt and delivery of service aredefined in the form of �scripts� for various scenarios, work instructions, and standardoperating procedures.• Resources required to deliver service. Resources required for service delivery includepersonnel, skills, tools and techniques.• A clear description of the service delivery characteristics that directly affect serviceperformance. Service delivery characteristics impacting service performance includeservice accessibility and availability, service safety, security, reliability, service delay,duration, delivery times, service capacity, size of service delivery facilities, and quantityand types of service-related supplies and materials.• A standard of acceptability for each service delivery characteristic.• Methods for coordinating with the subcontractors and vendors who are required for thedelivery of service.

14� Copyright 2002, Carnegie Mellon Universityops_exe_5_2Activity 2d5. Service Level targets are often associated with the volume of service delivered, thequality of service delivered, and client and end-user satisfaction. The quality specificationcan be multiple documents containing quality standards and service levels.Ensure that the quality specification includes: Service characteristics that impact the quality of the service delivered. Characteristicsthat affect quality of service include achievement of service levels, response time, andattitude of personnel interacting with client and end-user. Measures of service characteristics required for controlling the quality of servicedelivered. Characteristics whose measurement and control will ensure quality of servicedelivered are identified from an analysis of the key steps in service delivery that have asignificant influence on client and end-user satisfaction.• Schedules, methods, personnel, and tools for monitoring the identified characteristics. Methods for capturing the results of monitoring and identification of personnel responsiblefor analysis of results.• Actions to be taken based on the analysis of the results of monitoring the service quality.Attributes to Measure• Design status relative to the plan• Effectiveness of design plans

� Copyright 2002, Carnegie Mellon University1ops_exe_5_2

14� Copyright 2002, Carnegie Mellon Universityops_exe_6_3Establish and implement procedures to respond to potential failures in thedelivery of service.Rationale: Prepare the organization to quickly respond to, and recover from, disruptions inservice delivery in order to continue to meet client requirements even when failures occur.An established procedure for responding to failures supports consistently responding to, andrecovering from, such failures. Problems occur that may cause service delivery failures; theorganization’s preparedness to respond to, and recover from, disruptions in service delivery, is anindication of its capability to meet commitments. Effectively responding to failures in servicedelivery improves client and end-user satisfaction.This Practice is related to ops_over_6_3, which covers preventing problems from reoccurring.The focus of ops_exe_6_3 is on anticipating potential failures in service delivery and beingprepared with a set of actions to respond to those failures when they occur (e.g., failure of acritical piece of equipment). These are failures that cannot be completely prevented, or may notbe cost-effective to completely prevent. The focus of ops_over_6_3, on the other hand, is onpreventing problems from reoccurring. This includes doing root cause analysis of past problemsand taking action to solve the root problem.Activities1.Establish the procedures for responding to potential failures in the delivery of service.a.Provide the support for establishing the procedures.b.Document the procedures (output to ops_exe_5_2). These procedures address:1)Describing the purpose for responding to potential failures in the delivery of service.2)Defining roles, responsibility and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Gathering input from all relevant stakeholders in order to identify potential failures(input from ops_over_6_3).4)Classifying potential failures based on an analysis of potential impacts.5)Ensuring identified failures incorporate potential failures identified through riskmanagement (input from org_over_14_3).6)Determining methods to reduce effects of potential failures.7)Determining dispute handling and escalation methods.8)Creating a plan for the organization�s response to potential failures, including activitiesneeded to recover resources and coordinate and communicate with all stakeholders inthe event of a failure (output to ops_post_2_3).9)Ensuring that the failure response procedures follow the policies and requirements forsecurity, confidentiality, and protection of intellectual property (input fromorg_over_2_2, ops_over_8_2, ops_over_9_2).

� Copyright 2002, Carnegie Mellon University1ops_exe_6_310)Identifying and documenting any failure response actions taken, and tracking them toclosure (output to org_over_16_3, km_over_4_3, ops_over_6_3).11)Testing the effectiveness of the failure response plans at regular intervals, takingcorrective action as appropriate.2.Implement the procedures for responding to potential failures in the delivery of service.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the procedures.c.Communicate the procedures to the relevant stakeholders.d.Respond to potential failures in the delivery of service, according to the procedures.3.Maintain the procedures for responding to potential failures in the delivery of service.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction if required (uses activities in org_over_10_3).Supplemental InformationActivity 1b. Failures in service delivery are different from disasters preventing service deliveryprimarily in scale. While both disasters and failures prevent the organization from deliveringservice and are event-driven, disasters typically cause a complete breakdown in operations.Failures are smaller in scale and are tied to an inability to meet a particular servicecommitment.Activity 1b3. Types of failures that may impact delivery of service include hardware failure, briefpower outages, absence of personnel, and break in supply chain.Activity 1b8. A typical action to take is to provide alternate services for the duration of the failure.Attributes to Measure• Effectiveness of the failure response procedures• Pervasiveness of response procedure understanding among expected users

14� Copyright 2002, Carnegie Mellon Universityops_exe_7_2Establish and implement procedures to obtain feedback from the client onthe designed service, and to incorporate necessary changes.Rationale: Verify client agreement of the service design to identify potential problems and takecorrective actions before the service is deployed.An established procedure for joint reviews supports optimum use of organizational resources andprevents the occurrence of problems in service performance. Client feedback can be used toefficiently identify problems in the service design and take corrective actions before the service isdeployed. Involvement of the client, as well as the prevention of potential problems, improvesclient and end-user satisfaction.Activities1.Establish the procedures for obtaining and implementing client feedback on service design.a.Provide the support for establishing the client feedback procedures.b.Document the client feedback procedures (output to ops_exe_5_2). These proceduresaddress:1)Describing the purpose for obtaining client feedback on service design, and identifyingexpected results.2)Identifying contacts in client organization responsible for providing feedback on servicedesign.3)Providing the client with the required service design information on which feedback isrequired.4)Establishing and maintaining ways for the client to access service design informationand provide feedback.5)Collecting client feedback.6)Analyzing the feedback and identifying any changes required to the service design(output to ops_exe_5_2).7)Identifying the actions required to implement the changes identified.8)Documenting the changes and the corresponding actions. Tracking the actions toclosure.

� Copyright 2002, Carnegie Mellon University1ops_exe_7_22.Implement the procedures for obtaining and incorporating client feedback on service design.a.Provide the support for implementation of the client feedback procedures.b.Communicate the procedures to the appropriate personnel.c.Obtain and implement client feedback on service design, according to the procedures.3.Maintain the procedures for obtaining and implementing client feedback on service design andperiodically review the procedures and actions taken to implement the procedures (usesactivities in ops_over_2_2).Supplemental InformationActivity 1b2. Designated client contacts could include individuals or teams responsible forcoordination, reporting and escalation of problems and issues.Activity 1b3. The information provided to the client is based on inputs from the service designteam and representatives of the client. Feedback from clients may be obtained on suitabilityof the designed service to requirements, accessibility of the key service provider interfaces,cultural fit, efficiency, reliability, and ability to meet service levels.Activity 1b4. The client could review design information and provide feedback during face-to-facemeetings, or by e-mail and electronic file transfer as part of a helpdesk system that supportsproblem tracking and reporting.Activity 1b7. Actions arising from client feedback include changes required to servicespecifications, planned infrastructure, process and quality specifications, and retraining ofpersonnel.Activity 2a. Personnel responsible for obtaining client feedback include project managers andclient interaction personnel.Attributes to Measure• Comprehensiveness of design feedback• Timeliness of design feedback• Status of design feedback processing

14� Copyright 2002, Carnegie Mellon Universityops_exe_8_2Establish and implement procedures to verify and account for resourcestransferred from the client to the organization.Rationale: Track and manage information about resources transferred to facilitate smoothhandover of responsibilities before service delivery begins.An established procedure for managing client-provided resources supports consistentlyaddressing security, confidentiality, and intellectual property issues. Effective tracking ofresources transferred from the client enables the organization to ensure all required resourceshave been transferred, facilitates handling disputes regarding disposition of resources, andfacilitates smooth handover of services at the close of the contract.Activities1.Establish the procedures for verifying and accounting for the resources transferred from theclient.a.Provide the support for establishing the resource verification accounting procedures.b.Document the resource verification and accounting procedures (output to ops_exe_5_2).These procedures address:1)Describing the purpose for verifying and accounting for the resources transferred fromthe client, and identifying expected results.2)Identifying resources being transferred from the client to the organization (input fromorg_pre_3_2, ppl_exe_2_2, tech_exe_1_2).3)Identifying communication channels, including contact personnel at the client and atthe service provider.4)Determine dispute handling and escalation methods.5)Defining the criteria for acceptance of resources transferred from the client.6)Verifying the resources before acceptance, according to the defined criteria.7)Maintaining and updating records of all resources received from the client (output toops_post_1_2, tech_over_3_2).2.Implement the procedures for verifying and accounting the resources transferred from theclient.a.Provide the support for implementation of the resource accounting procedures.b.Communicate the procedures to the relevant personnel.c.Verify and account for the resources transferred from the client, according to theprocedures.

� Copyright 2002, Carnegie Mellon University1ops_exe_8_23.Maintain the procedures for verifying and accounting for the resources transferred from theclient and periodically review the procedures and actions taken to implement the procedures(uses activities in ops_over_2_2).Supplemental InformationActivity 1b3. Contact personnel include personnel responsible for coordination, reporting, andescalation.Activity 1b5. Organizational criteria for accepting client resources include suitability of theresources to the identified requirements, contractual requirements, quantity received, and thequality of resources.Activity 1b7. Records maintained for resources include details on date of receipt, condition of theresources, any modifications done to the received resources, client approvals on thesemodifications, and performance of these resources.Attributes to Measure• Effectiveness of resource transfer procedures• Comprehensiveness of resource transfer procedures• Status of resource transfer

14� Copyright 2002, Carnegie Mellon Universityops_exe_9_2Establish and implement procedures to monitor service quality based onthe quality specification, and take corrective action as appropriate.Rationale: Manage quality of service delivery by taking corrective action when deviations fromagreed upon service levels occur.An established procedure supports consistently and predictably meeting quality objectives. Thequality specification is a document, created as part of service design (see ops_exe_5_2), whichdescribes the quality attributes to be monitored and the service levels that have been agreed tofor each of those attributes. When deviations from agreed upon service levels occur, theorganization should take appropriate and timely corrective action.Activities1.Establish the procedures for monitoring service quality based on the quality specification.a.Provide the support for establishing the procedures.b.Document the procedures (output to ops_exe_5_2). These procedures address:1)Describing the purpose for monitoring service quality based on the qualityspecification.2)Defining and documenting the criteria for acceptability of the service (input fromops_exe_5_2).3)Defining the frequency of monitoring.4)Determining dispute handling and escalation methods.5)Gathering and analyzing data on service quality.6)Documenting the results of the monitoring.7)Identifying actions to be taken when the delivered service does not meet the definedcriteria, and taking action as appropriate.8)Communicating results of the monitoring and actions taken.2.Implement the procedures for monitoring service quality based on the quality specification.a.Provide the support for implementation of the procedures.b.Communicate the procedures to the relevant stakeholders.c.Monitor service quality according to the procedures.

� Copyright 2002, Carnegie Mellon University1ops_exe_9_23.Maintain the procedures for monitoring service quality based on the quality specification andperiodically review the procedures and actions taken to implement the procedures (usesactivities in ops_over_2_2).Supplemental InformationActivity 1a. The resources required for carrying out monitoring include tools for tracking andreporting on the level of service, and personnel checking the quality and the personnel insupervisory positions for quality checking and quality assurance.Activity 1b7. Actions to be taken include reporting to the client; defining an action plan, whichspecifies the personnel responsible, timeframes, and resources required; and verifyingimplementation of planned actions. Actions to be taken may be specified in the contract,service specification, or quality specification (input from org_pre_3_2, ops_exe_4_2,ops_exe_5_2).Attributes to Measure• Service Quality• Currency of service quality measures• Consistency of quality monitoring activities• Effectiveness of quality monitoring activities

14� Copyright 2002, Carnegie Mellon Universityops_exe_10_2Establish and implement procedures to apply version control and changecontrol to the service components.Rationale: Maintain the integrity of the service and its components, in part, by applying versioncontrol and change control.An established procedure for version control and change control supports consistently identifyingservice components, controlling changes to those components, and maintaining the integrity ofthe components used for continuing the work and/or providing the service. Version control is informal level of configuration management, in which a work product is changed in a controlledmanner and the version of the work product in use at a given time (past or present) is known.Change control is an element of configuration management, consisting of the evaluation,coordination, approval or disapproval, and implementation of changes to work products.Service components are any items that are used in the delivery of service. Components mayinclude specific user interfaces, customized software, data storage mechanisms, workinstructions, process specifications, quality specifications, and security mechanisms. Thesecomponents can change during the delivery of service.Activities1.Establish the procedures for applying version control and change control to the servicecomponents.a.Provide the support for establishing the version control and change control procedures.b.Document the version control and change control procedures (output to ops_exe_5_2).These procedures address:1)Describing the purpose for applying version control and change control to the servicecomponents.2)Developing version and change control methods and tools.3)Identifying the service components that need to be controlled.4)Making changes to the service components.5)Reviewing the changes made to service components against expected results, takingaction as appropriate (output to ops_exe_15_2).6)Tracking and controlling changes made to service components.7)Ensuring that the control procedures comply with the policies and requirements forsecurity, confidentiality, and protection of intellectual property (input fromorg_over_2_2, ops_over_8_2, ops_over_9_2).2.Implement the procedures for version control and change control.a.Provide the support for implementation of the version control and change controlprocedures.b.Communicate the procedures to the relevant personnel.c.Apply version control and change control to the service components, according to theprocedures.

� Copyright 2002, Carnegie Mellon University1ops_exe_10_23.Maintain the procedures for applying version control and change control to the servicecomponents and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. Methods and tools include naming conventions, change requests, approvalprocedures and repositories. Service components are often controlled through the use of arepository. A repository can be in the form of hardcopy library or database.Activity 1b6. Track and control relevant technology service components (uses activities intech_over_3_2).Attributes to Measure• Effectiveness of the tracking and controlling procedures• Adherence to the tracking and controlling procedures• Change activity and status

14� Copyright 2002, Carnegie Mellon Universityops_exe_11_2Establish and implement procedures to make modifications to services.Rationale: Modify services in a controlled manner, thereby minimizing impact on the delivery ofservice.An established procedure for modifying services enables the organization to make modificationsto the services in a controlled manner, thereby minimizing impact on the delivery of service.Formal control of changes to services helps ensure that both the organization and the client, andany other impacted stakeholders, have a common agreement as to the services and servicelevels that are to be provided. This reduces a potential source of dispute and improves thesatisfaction of clients and end-users by helping to ensure that provided services match currentneeds.Activities1.Establish the procedures for making modifications to services.a.Provide the support for establishing the service modification procedures.b.Document the service modification procedures (output to ops_exe_5_2). Theseprocedures address:1)Describing the purpose for making modifications to services.2)Formulating guidelines to control modifications to the service design or delivery.3)Analyzing the impact of proposed modifications on the service being delivered, beforemaking any changes (output to org_pre_3_2).4)Obtaining client�s approval for the proposed modifications.5)Modifying the services offered.6)Maintaining documentation for all modifications made to the service.7)Tracking and controlling the modifications made.8)Communicating the modification made to the relevant stakeholders.2.Implement the procedures for making modifications to services.a.Provide the support for implementation of the service modification procedures.b.Communicate the procedures to the relevant stakeholders.c.Modify services, according to the procedures.3.Maintain the procedures for making modifications to services and periodically review theprocedures and actions taken to implement the procedures (uses activities in ops_over_2_2).

� Copyright 2002, Carnegie Mellon University1ops_exe_11_2Supplemental InformationActivity 1b5. Examples of modifications to services include changes to service levels, contractterms and conditions, and scope of work.Activity 1b6. Modifications may require an update of the service specification (output toops_exe_4_2).Attributes to Measure• Adherence to the service modification procedures• Pervasiveness of awareness of service modifications among expected users• Service modification activity and status

14� Copyright 2002, Carnegie Mellon Universityops_exe_12_2Establish and implement procedures to train clients and end-users, asappropriate.Rationale: Support the ability of clients and end-users to effectively use the delivered service, inpart, by providing any necessary client and end-user training.An established procedure for client and end-user training supports the effective deployment anduse of the delivered service. This improves the level of client satisfaction by enabling clients andend-users to more effectively take advantage of delivered service.Activities1.Establish the procedures for training clients and end-users.a.Provide the support for establishing the training procedures.b.Document the training procedures (output to ops_exe_5_2). These procedures address:1)Describing the purpose for training clients and end-users.2)Identifying the type, content, and format of training to be delivered to clients and end-users.3)Obtaining acceptance from clients and end-users about the identified training.4)Communicating the availability and conditions of training to clients and end-users.5)Providing training to clients and end-users.6)Maintaining records of training provided, trainers and trainees.7)Tracking revisions made to the training programs.8)Obtaining feedback from clients and end-users on the training provided.9)Reviewing and improving the training program based on the feedback from clients andend-users.2.Implement the procedures for training clients and end-users.a.Provide the support for implementation of the training procedures.b.Communicate the procedures to the relevant stakeholders.c.Train clients and end-users, according to the procedures.

� Copyright 2002, Carnegie Mellon University1ops_exe_12_23.Maintain the procedures for training clients and end-users and periodically review theprocedures and actions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. Training is based on commitments made to the client as per the contract. Trainingmay be classroom-based; self-taught with supporting course materials, including electronicmaterials; or web-based.Activity 2a. Resources needed for providing training may include audio/visual equipment,classroom facilities, training material, video-conferencing system, and broadbandconnectivity. The training can be delivered at the premises of the client or the organization.Trainees at remote locations can participate in the training using a video-conferencingsystem.Attributes to Measure• Comprehensiveness of provided training• Effectiveness of provided training• Client perceived quality of the provided training• Status of training activities

14� Copyright 2002, Carnegie Mellon Universityops_exe_13_3Establish and implement procedures to review and verify the servicedesign.Rationale: Identify potential problems and take corrective action before the service is deployedby conducting design reviews and verifying the service design with respect to client requirements.An established procedure for reviewing and verifying the service design supports the earlyremoval of defects. This prevents problems during service deployment and should enable anorganization to satisfy client requirements and meet service level commitments.This Practice is a more in-depth and rigorous review of the design than ops_exe_7_2. It providesboth an internal review and external verification of the design. Design reviews typicallyencompass review and audits by management or designated personnel within the servicedelivery organization. Verification expands on this internal review, by involving client personnel toensure the design meets client requirements. Verification of the service design against clientrequirements enables the organization to objectively confirm its ability to satisfy clientrequirements and meet commitments to service levels. Client feedback can be used to efficientlyidentify problems in the service design and take corrective actions before the service is deployed.Involvement of the client, as well as the prevention of potential problems, improves client andend-user satisfaction.Activities1.Establish the procedures for reviewing the service design.a.Plan and provide the support for establishing the procedures.b.Document the procedures (output to ops_exe_5_2). These procedures address:1)Describing the purpose for reviewing and verifying the service design.2)Defining roles, responsibility and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Prior to deployment, reviewing the service design within the organization.a)Determining and documenting methods to review the service design.b)Developing guidelines on applying the design review methods.c)Communicating the service design, review methods, and guidelines to relevantpersonnel.d)Incorporating review of the design into the plan (output to ops_exe_2_2).e)Reviewing the design for correctness, clarity, and adequacy (input fromops_exe_5_2).4)Prior to deployment, verifying that the service design meets client requirements (inputfrom ops_pre_1_2).a)Determining and documenting methods to verify the service design with the client.b)Developing guidelines on applying the design verification methods.c)Communicating the service design, verification methods, and guidelines to theclient.

� Copyright 2002, Carnegie Mellon University1ops_exe_13_3d)Incorporating verification of the design into the plan (output to ops_exe_2_2).e)Verifying the service design with the client.5)Identify any discrepancies, taking action as appropriate (output to ops_exe_5_2).6)Documenting the actions initiated based on the results of the review and verification,and tracking them to closure.2.Implement the procedures for reviewing and verifying the service design.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the procedures.c.Communicate the procedures to relevant stakeholders.d.Review and verify the service design, according to the procedures.3.Maintain the procedures for reviewing and verifying the service design.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction if required (uses activities in org_over_10_3).Supplemental InformationActivity 1b3. Reviews are conducted at specific milestones or defined intervals.Activity 1b3a. Methods to conduct reviews include peer review of documentation, walkthroughs,simulations, demonstrations, scenario generators, and testing interfaces with other systems.Activity 2b. Members of the review and verification team include members of the service designteam (input from ppl_exe_1_2), personnel from functions involved in implementing thedesign, client personnel, subcontractors and vendors, and others, as specified in the contract(input from org_pre_3_2).Attributes to Measure• Effectiveness of review procedures• Status of reviews• Status of review feedback processing• Timeliness of reviews

14� Copyright 2002, Carnegie Mellon Universityops_exe_14_2Deploy the service based on the design.Rationale: Enable the organization to meet client requirements and expectations, in part, bybasing the service deployment on the previously agreed upon service design.The service design (see ops_exe_5_2) describes the framework for how the servicesdocumented in the service specification (see ops_exe_4_2) will be provided. The servicedeployment puts that framework into place so that service delivery can begin. Effectivemanagement of the deployment will help ensure that the organization is prepared to deliver theservice according to the client requirements.Activities1.Provide the support for deploying the service.2.Deploy the service based on the design (input from ops_exe_2_2, ops_exe_5_2).a.Deploy the physical environment (uses activities in ppl_over_7_2).b.Deploy the personnel structure.1)Assign and train personnel and teams to deliver the service based on the servicedesign (uses activities in ppl_over_4_2, ppl_over_6_2).2)Train and integrate transferred personnel, as appropriate (input from ppl_exe_2_2).3)Reconfigure client interaction team based on service design, as appropriate (output toppl_over_12_2).c.Deploy the technology infrastructure.1)Acquire technology as appropriate (input from tech_over_1_2).2)Configure and install required technology (uses activities in tech_over_1_2,tech_exe_1_2).3)Verify configuration and installation.d.Deploy the processes, policies and procedures.1)Distribute materials on processes, policies and procedures to relevant stakeholders.2)Train relevant stakeholders on processes, policies and procedures.e.Coordinate the deployment activities, ensuring that service delivery is integrated andbased on the design.3.Review the deployment activities against the expected results, taking action as appropriate(uses activities in ops_over_2_2; input from ops_exe_2_2).

� Copyright 2002, Carnegie Mellon University1ops_exe_14_2Supplemental InformationActivity 2a. Includes client-supplied equipment or facilities.Activity 2b2. Training needs to cover client personnel who are permanently transferred from theclient to the organization, becoming the organization�s employees (input from ppl_exe_2_2),and personnel who remain employees of the client (uses activities in ops_exe_12_2).Activity 2d2. Training may include end-users (uses activities in ops_exe_12_2).Attributes to Measure• Effectiveness of deployment• Status of deployment

14� Copyright 2002, Carnegie Mellon Universityops_exe_15_2Plan and deliver the service according to the service design.Rationale: Meet service commitments satisfactorily, consistently, and according to plan.Planning, using the service design and a defined planning process, helps ensure that all activitiesare allocated to appropriate personnel, and required resources are provided to meet servicecommitments. Delivering the service as specified in the service design should help ensureconsistency in delivery of service and achievement of committed service levels.Activities1.Provide the support for delivering the service according to the service design and delivery plan.2.Estimate the service delivery, based on the service design (input from ops_exe_5_2).a.Identify project deliverables.b.Identify client-supplied resources.c.Estimate the resources required for delivering the service, including the effort andtimeframe required for each activity (input from km_exe_1_2).d.Determine milestones and planned progress reviews (output to ops_exe_16_2).e.Determine attributes to be monitored during service delivery (output to ops_exe_16_2).f.Determine monitoring methods and duration of monitoring for service delivery activities(output to ops_exe_16_2).3.Plan the delivery of the service, based on the service design (input from ops_exe_5_2).a.Create a plan for managing service delivery.b.Create a plan for managing the physical environment.c.Create a plan for managing the technological infrastructure.d.Create a plan for managing the personnel structure.e.Create a plan for managing processes, policies and procedures.

� Copyright 2002, Carnegie Mellon University1ops_exe_15_24.Review the plan.a.Review the plan for correctness, clarity, and adequacy.b.Obtain approval of the plan.c.Communicate the plan to relevant stakeholders.d.Periodically review and revise the plan, as appropriate, based on deviations identified intracking or based on changes to the service components (input from ops_exe_16_2,ops_exe_10_2).5.Deliver the service according to the plan, maintaining compliance with the process and qualityspecifications (input from ops_exe_5_2; uses activities in ops_over_2_2; output tokm_exe_1_2).6.Periodically review the effectiveness and relevance of service delivery, and take action asappropriate (uses activities in ops_over_2_2).Supplemental InformationActivity 2b. Need to identify client-supplied resources that are being transferred (uses activities inops_exe_8_2), as well as resources that are being managed by the client.Activity 3. Planning is an ongoing activity during service delivery. Plans are typically updatedbased on service releases or budgeting cycles (e.g., semi-annually or annually).Commitments that should be documented in the plan include effort, cost, and schedule.Other commitments include service levels that are documented in the quality specification(input from ops_exe_5_2).These are supplemented by more detailed delivery plans that are used to plan and managedelivery of individual service components. These more detailed plans often take the form of ateam or project work plan with a list of specific tasks, work assignments, effort, due dates,milestones, deliverables, risks (input from org_exe_3_2), etc.Activity 3d. This may include defining personnel and team targets based on service deliverycommitments. Individual and team targets should be set to be in alignment with thesedelivery commitments.Attributes to Measure• Status relative to delivery plans• Resource utilization for service delivery• Quality of service delivery

14� Copyright 2002, Carnegie Mellon Universityops_exe_16_2Track the service delivery activities against the delivery plan, and takecorrective action as appropriate.Rationale: Manage expectations by taking corrective action when deviations from the plan occurto help ensure that the service is delivered as agreed upon with the client.Tracking is required to provide adequate visibility to the organization on the progress of theservice delivery activities. It enables the organization to take corrective action in case ofdeviations, which aids in meeting schedules and keeping financial commitments made to theclient.Activities1.Provide the support for tracking the service delivery activities against the plan.2.Track the service delivery activities against the plan for service delivery.a.Determine dispute handling and escalation methods.b.Track the service delivery activities against the plan using the defined monitoring methods(input from ops_exe_15_2; output to km_exe_1_2).c.Identify and track to closure actions to be taken when actual performance does not meetrequired outcomes (uses activities in ops_over_2_2; output to ops_exe_15_2).d.Communicate the progress of the service delivery activities to the relevant stakeholders.3.Periodically review the effectiveness and relevance of the tracking, and take action asappropriate (uses activities in ops_over_2_2).Supplemental InformationActivity 1. Information required for tracking includes contract milestones, technology used,service level tracking logs, and penalties or bonuses associated with achievement of servicedelivery targets.

� Copyright 2002, Carnegie Mellon University1ops_exe_16_2Attributes to Measure• Status relative to delivery plans• Resource utilization for service delivery• Quality of service delivery• Corrective action status

14� Copyright 2002, Carnegie Mellon Universityops_post_1_2Establish and implement procedures to handover resources duringcontract completion.Rationale: Manage the handover of service-related and client-provided resources to help ensurea smooth transition and to improve client satisfaction during contract completion.An established procedure for resource handover after contract completion supports consistentlyand smoothly transitioning either to another service provider or back to the client. This establishesa basis for future relationships with the client.This Practice is tightly coupled with ppl_post_1_2. While the focus of ppl_post_1_2 is on thetransfer of personnel, ops_post_1_2 is an overarching Postcontract Practice that covers effectivetransfer of all resources, including personnel. ppl_post_1_2 is defined as a separate Practicebecause of the criticality of personnel transfer and the high risk of failure if it is not done well. Italso emphasizes the need to transfer skills, which may not be considered a �resource.�Activities1.Establish the procedures for handing over resources.a.Provide the support for establishing the handover procedures.b.Document the handover procedures. These procedures address:1)Describing the purpose for handing over resources.2)Identifying handover activities, especially activities covered in the contract (input fromorg_pre_3_2, ops_over_9_2).3)Estimating the resources required, including the effort and timeframe required for eachhandover activity (input from km_exe_1_2).4)Planning the handover of resources.a)Developing a transition plan and schedule for the physical environment (input fromppl_over_7_2).b)Developing a transition plan and schedule for the technological infrastructure(input from tech_over_3_2).c)Developing a transition plan and schedule for the personnel structure (input fromppl_over_4_2; uses activities in ppl_post_1_2).d)Developing a transition plan and schedule for processes and procedures.5)Determining dispute handling and escalation methods.6)Communicating the plan and dispute handling methods to relevant stakeholders.7)Handing over resources based on the plan.a)Handing over the physical environment (input from ppl_over_7_2).b)Handing over the personnel structure (uses activities in ppl_post_1_2).

� Copyright 2002, Carnegie Mellon University1ops_post_1_2c)Handing over the technology infrastructure.d)Handing over the processes and procedures.8)Ensuring continuity of service during handover activities.9)Ensuring verification and accounting of resources handed over (input from org_pre_3_2,ops_over_9_2, ops_exe_8_2, ppl_post_1_2, tech_over_3_2, tech_over_4_2).10)Obtaining client acceptance of resources handed over (input from ppl_post_1_2).2.Implement the procedures for handing over resources.a.Provide the support for implementation of the handover procedures.b.Communicate the procedures to the relevant stakeholders.c.Handover resources, according to the procedures.3.Maintain the procedures for handing over resources and periodically review the proceduresand actions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. Handover activities include withdrawing personnel from the client site, packing andtransporting resources, and installing technology at the client site.Activity 1b4. Resources to be handed over include service-related documents, software,hardware, licenses, and personnel. Resources can also include contextual knowledgegained during the client engagement, such as techniques and methods developed;information to carry out activities; lessons learned; and troubleshooting methods.Initial design and deployment plans may be used to help identify transition plan activities. Fordetails on what may be involved in these activities see Practice ops_exe_14_2.Attributes to Measure• Status of resources being returned• Effectiveness of return procedures

14� Copyright 2002, Carnegie Mellon Universityops_post_2_3Establish and implement procedures to ensure the continuity of serviceduring contract completion.Rationale: Improve client satisfaction by helping ensure that service continuity is maintained asservice is transitioned back to the client, or other service provider.An established procedure for handover of services supports consistently and smoothlytransitioning either to another service provider or back to the client. Facilitating the handover ofservice helps to ensure the client�s business is not disrupted and service continues to be providedduring the contract completion activities. This establishes a basis for future relationships with theclient.Activities1.Establish the procedures for ensuring continuity of service during contract completion ortermination.a.Plan and provide the support for establishing the service continuity maintenanceprocedures.b.Document the service continuity maintenance procedures. These procedures address:1)Describing the purpose for ensuring continuity of service during contract completion.2)Defining roles, responsibility and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Assessing readiness for client, or its designee, to provide the service.4)Identifying the role of subcontractors and vendors in maintaining continuity of service(input from ops_over_3_2).5)Developing a plan and schedule for maintaining continuity of service.a)Testing release of service.b)Resolving any issues uncovered in the release testing.c)Developing contingency plans in the event of failure of service (input fromops_exe_6_3).d)Determining dispute handling and escalation methods.e)Providing lessons learned from delivering the service to the client (input fromkm_over_4_3).

� Copyright 2002, Carnegie Mellon University1ops_post_2_3f)Identifying and providing training needed for personnel taking over the service.g)Handing over resources (uses activities in ppl_post_1_2 and ops_post_1_2).6)Reviewing the plan and obtaining approval from relevant stakeholders.7)Implementing the plan.8)Obtaining and documenting client acceptance on transfer of service.2.Implement the procedures for ensuring continuity of service during contract completion.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the service continuity assurance procedures.c.Communicate the procedures to the appropriate personnel.d.Ensure continuity of service during contract completion or termination, according to theprocedures.3.Maintain the procedures for ensuring continuity of service during contract completion ortermination.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction if required (uses activities in org_over_10_3).Supplemental InformationActivity 1b5. The plan should include the approach taken to maintain continuous service.Different approaches are to provide parallel service, staged transfer of service, or a straighthandover of service. The approach taken should be negotiated with the client and may beoutlined in the contract (input from org_pre_3_2). The approach agreed upon will depend onthe risks associated with each approach. For instance, if service delivery is vital to theclient�s survival then an approach providing parallel service or a staged transfer is moreappropriate.Activity 1b5a. The release test should ensure that the client (or client�s designee) is fully preparedto begin delivery of the service. Personnel who are to be responsible for the service deliveryshould participate in the release test and have an opportunity to voice concerns. Releasetesting includes creating business scenarios (e.g., service requests, problem events, andescalations) and testing the service delivery within these scenarios.Activity 1b5f. This can include client training if the client is taking over service delivery (usesactivities in ops_exe_12_2).Attributes to Measure• Pervasiveness of procedure awareness among expected users• Pervasiveness of procedure training among expected users• Pervasiveness of procedure understanding among expected users• Pervasiveness of procedure adherence• Effectiveness of the procedure

14� Copyright 2002, Carnegie Mellon Universityops_post_3_2Obtain and analyze client feedback during contract completion.Rationale: Improve the organization�s capability for designing and delivering services by solicitingand analyzing client feedback during contract completion.Getting client feedback during contract completion is essential for understanding the reasons forcompletion, particularly in the case of termination, and also for maintaining client relationships.Client feedback, when compared to internal performance targets, provides input to theorganization that can be used for improvement.Activities1.Provide the support for obtaining and analyzing client feedback during contract completion.2.Obtain and analyze client feedback during contract completion.a.Identify the attributes of the delivered service that require client feedback.b.Identify contact personnel, media, and methods for obtaining feedback from the client.c.Identify client personnel from whom to obtain feedback.d.Document, aggregate, and analyze the feedback from the client on the delivered service.e.Identify any actions to be taken, and track them to closure.f.Communicate the results of the feedback analysis and actions taken to relevantstakeholders.3.Periodically review the effectiveness and relevance of obtaining and analyzing feedback, andtake action as appropriate (uses activities in ops_over_2_2).Supplemental InformationActivity 2a. Attributes of service on which to obtain client feedback include client satisfaction ordissatisfaction with the service delivered and perceptions on the quality of service, personnel,and technology used.Activity 2b. Points of contact with client for feedback include personnel responsible forcoordination, reporting and escalation from the client and the service provider. Methods andmedia for feedback include scheduled meetings, e-mails, and extranets.

� Copyright 2002, Carnegie Mellon University1ops_post_3_2Activity 2e. Most actions taken will impact other contracts. Actions taken include makingmodifications in organizational procedures, implementing better monitoring on the quality ofthe service, and planning necessary training for personnel.Attributes to Measure• Status of feedback• Effectiveness of feedback analysis

14� Copyright 2002, Carnegie Mellon Universitytech_over_1_2Establish and implement procedures to acquire, deploy, and upgradetechnology.Rationale: Enable the organization to meet committed service levels and satisfy security,confidentiality, and regulatory requirements more effectively and efficiently, in part, by acquiring,upgrading, and deploying technology in an orderly manner.An established procedure supports consistently, effectively, and efficiently acquiring, upgrading,and deploying technology in a smooth transition, without disruption to the services beingdelivered. New technologies may be necessary to meet committed service levels and to satisfysecurity, confidentiality, and regulatory requirements.Activities1.Establish the procedures for acquiring, deploying, and upgrading technology.a.Provide the support for establishing the acquisition, deployment, and upgrade procedures.b.Document the acquisition, deployment, and upgrade procedures. These proceduresaddress:1)Describing the purpose for acquiring, deploying, and upgrading technology.2)Identifying the needs for acquiring and upgrading technology, based on clientrequirements and contractual commitments (input from org_pre_3_2, ops_over_8_2,ops_pre_1_2, ops_exe_4_2; output to ops_exe_5_2).3)Identifying and evaluating technology alternatives that meet the identified needs andselecting the appropriate alternative (output to tech_over_3_2, ops_exe_5_2).4)Identifying and selecting subcontractors or vendors to provide or support technologyacquisition, deployment, and upgrade activities (uses activities in ops_over_3_2).5)Making necessary changes to licensing provisions (output to ops_over_9_2).6)Planning the transition of the technology into the organization (output toops_exe_2_2).7)Preparing contingency plans to ensure continuity of services in the event of failuresduring transitions.8)Transitioning the technology into the organization (output to ops_exe_14_2).9)Track and control changes to the technology during the transition (uses activities intech_over_3_2).

� Copyright 2002, Carnegie Mellon University1tech_over_1_210)Identifying and analyzing the problems encountered during the transition, andtracking them to closure.11)Verifying that the transitioned technology meets the identified needs, and takingaction as appropriate.2.Implement the procedures for acquiring, deploying, and upgrading technology.a.Provide the support for implementation of the technology acquisition, deployment, andupgrade procedures.b.Communicate the procedures to the relevant stakeholders.c.Acquire, deploy, and upgrade technology, according to the procedures.3.Maintain the procedures for acquiring, deploying, and upgrading technology and periodicallyreview the procedures and actions taken to implement the procedures (uses activities inops_over_2_2).Supplemental InformationActivity 1b3. Evaluation should be done based on defined criteria that include compatibility withexisting technology, capability of existing personnel to operate and maintain the technology,expected stability of the technology and the proprietary nature of the technology andsupporting systems. Criteria should also include a decision between upgrading and replacingexisting technology.Activity 1b6. Transition plans include selecting and acquiring technology, installing it, testing it,training involved personnel, and integrating it with existing internal infrastructure and with thatof the client.Activity 1b7. The contingency plans should cover parallel operations of the new and oldtechnology, when appropriate. Parallel operations help to ensure that service delivery is notdisrupted in the event that the new technology fails or does not fully operate as expected.The contingency plan should also include an analysis of the impact on the service design,deployment, and delivery activities (input from ops_exe_5_2, ops_exe_14_2, andops_exe_15_2), and plan for feasible alternatives, before making changes to the technologyinfrastructure. Impacts of the changes in the technology infrastructure include disruptions inservice delivery, service accessibility, service functionality, and operational efficiency, and theadditional effort required to convert files and change storage mechanisms.Activity 1b11. Verification may be done through testing, inspection, simulation, and prototyping.Attributes to Measure• Age of technology• Status of technology upgrades• Effectiveness of the technology upgrade procedures

14� Copyright 2002, Carnegie Mellon Universitytech_over_2_2Establish and implement procedures to manage the security of thetechnology infrastructure.Rationale: Protect and securely manage the technology resources required to meet servicelevels and requirements for security, confidentiality, and protection of intellectual property.An established procedure for managing technology infrastructure security supports consistentlyand effectively protecting and distributing the technology resources that are required to provideservice according to agreed upon service levels. In addition to security-related software andsecurity-related procedures, the underlying technology infrastructure needs to be protected fromphysical compromise. Demonstrating appropriate security for the technology infrastructureenhances a client�s trust in the organization. Breakdowns in security or confidentiality candamage the relationship with stakeholders and make involved parties vulnerable to legal action.Security breaches can impact the organization�s ability to provide adequate service.Activities1.Establish the procedures for managing the security of the technology infrastructure.a.Provide the support for establishing the infrastructure security management procedures.b.Document the infrastructure security management procedures. These procedures address:1)Describing the purpose for managing the security of the technology infrastructure.2)Identifying areas of focus for managing the security of technology infrastructure basedon the organization’s security, confidentiality and protection of intellectual propertypolicies (input from org_over_2_2).3)Identifying additional security management requirements for specific clientengagements (input from ops_over_8_2, ops_over_9_2).4)Identifying potential security threats in the security, confidentiality and protection ofintellectual property policies, in the risk management plan, and through monitoring theinternal and external environment for evolving threats to an organization�s security(input from org_over_2_2, org_exe_3_2).5)Defining appropriate actions to be taken for the management of security, in responseto the threats identified from the monitoring activity.6)Documenting the actions taken and tracking them to closure.7)Maintaining documentation of changes made to the security management proceduresand the actions taken.

� Copyright 2002, Carnegie Mellon University1tech_over_2_22.Implement the procedures for managing the security of the technology infrastructure.a.Provide the support for implementation of the infrastructure security managementprocedures.b.Communicate the procedures to the relevant stakeholders.c.Manage the security of the technology infrastructure, according to the procedures.3.Maintain the procedures for managing the security of the technology infrastructure, andperiodically review the procedures and actions taken to implement the procedures (usesactivities in ops_over_2_2).Supplemental InformationActivity 1b2. Areas addressed by an organization’s security management activities includesecuring the organization’s internal computing resources (e.g., network servers, workstations,local area network, software, applications, and communication infrastructure); securingaccess to public servers and web servers; usage of appropriate firewalls; usage of intrusiondetection systems; and formulating responses to intrusions.Activity 1b3. Additional requirements may include new software for authentication of users, newencryption software and tools, configuration of network and communication protocols,additional hardware and operating systems, and additional or new variants of virus checkers.Activity 1b4. Monitoring internal security may be done by using software tools, designated teams,security audits, mock tests and simulations, and deliberate attempts to break into theinformation infrastructure. Monitoring of the external environment may be done throughcoordination with specialists, vendors, and subcontractors.Monitoring should include audits of proposed changes to the technology infrastructure toensure security is not compromised with the introduction of new elements or components. Anewly introduced element or component may have design flaws that may introduce securityholes that can be exploited by intruders or changes made to the infrastructure to integrate thenew element may introduce vulnerabilities.Attributes to Measure• Security incidents• Status of security related action items

14� Copyright 2002, Carnegie Mellon Universitytech_over_3_2Establish and implement procedures to track and control changes in thetechnology infrastructure.Rationale: Maintain the integrity of the technology infrastructure for delivering the service bytracking and controlling changes made to it.An established procedure for controlling change to the technology infrastructure supportsconsistently using that infrastructure for designing and delivering the service. The integrity ofservice design and delivery depends on the technology infrastructure used to deliver thoseservices. Uncontrolled changes to that infrastructure can lead to violations of the assumptionsunderlying the service design and failures in service delivery or security.Activities1.Establish the procedures for tracking and controlling changes to the technology infrastructure.a.Provide the support for establishing the procedures for tracking and controlling changes tothe technology infrastructure.b.Document the tracking and control procedures. These procedures address:1)Describing the purpose for tracking and controlling changes to the technologyinfrastructure.2)Identifying the changes required to the technology infrastructure (input fromops_exe_8_2, tech_over_1_2).3)Formulating guidelines for assigning identifiers to the various components of thetechnology infrastructure.4)Assigning a unique identifier to all components of the technology infrastructure basedon the formulated guidelines.5)Maintaining an inventory of the various components in the technology infrastructure(input from ops_exe_8_2; output to ops_post_1_2).6)Maintaining documentation on changes to the technology components.7)Ensuring that the procedures to track and control changes comply with the policies andrequirements for security, confidentiality, and protection of intellectual property (inputfrom org_over_2_2, ops_over_8_2, ops_over_9_2).

� Copyright 2002, Carnegie Mellon University1tech_over_3_22.Implement the procedures for tracking and controlling changes to the technology infrastructure.a.Provide the support for implementation of the tracking and control procedures.b.Communicate the procedures to the relevant stakeholders.c.Track and control changes to the technology infrastructure, according to the procedures.3.Maintain the procedures for tracking and controlling changes to the technology infrastructureand periodically review the procedures and actions taken to implement the procedures (usesactivities in ops_over_2_2).Supplemental InformationActivity 1b2. Technology infrastructure changes include changes to the hardware; changes to thesoftware applications, tools, and upgrades; and changes to the communication applicationsand tools.Activity 1b3. Identification is assigned to technology components by using suitable naming ornumbering conventions. Ensure that changes are appropriately reflected in the identificationassigned to the technology components.Activity 1b7. The client�s requirements for security, confidentiality, and protection of intellectualproperty related to technology may require prohibiting the use of unauthorized or unlicensedsoftware or other specific software, disposing of retired technology, and controlling access tothe Internet.Attributes to Measure• Effectiveness of the tracking and controlling procedures• Adherence to the tracking and controlling procedures• Change activity and status

14� Copyright 2002, Carnegie Mellon Universitytech_over_4_2Establish and implement procedures to manage technology licenses.Rationale: Avoid legal liabilities and legal actions that could impact service performance byexplicitly addressing needed technology licenses.An established procedure for managing necessary technology licenses, as part of an agreementwith a client, is essential for consistently avoiding liabilities and legal actions that could impactservice performance. This can be a complex issue if the service or the client relationship spansnational boundaries or other legal entities where multiple legal or regulatory requirements may beimposed. Proactively addressing licensing issues aids in building a client’s trust in theorganization.Activities1.Establish the procedures for managing technology licenses.a.Provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for managing technology licenses.2)Identifying requirements for proprietary and third party technology licenses.a)Identifying existing client technology resources that will be used in designing,deploying, and delivering the service.b)Identifying existing technology resources from the organization, subcontractors, orvendors that will be used in designing, deploying, and delivering the service.c)Identifying new technology resources that need to be acquired (uses activities intech_over_1_2).d)Determining and documenting usage restrictions on identified technology.3)Incorporating licensing requirements into the contracts between the organization,client, subcontractors and vendors, as appropriate (output to org_pre_3_2,ops_over_3_2).4)Coordinating with clients and third parties to obtain the licenses needed, based onidentified requirements.5)Reviewing the obtained licenses to ensure they meet identified requirements.6)Creating an inventory of obtained licenses (output to ops_post_1_2).7)Communicating information about obtained licenses and associated rights andresponsibilities to relevant stakeholders.

� Copyright 2002, Carnegie Mellon University1tech_over_4_28)Monitoring license usage.9)Maintaining licenses and associated documentation.10)Transferring of licenses to the client, or designee, during contract completion (usesactivities in ops_post_1_2).2.Implement the procedures for managing technology licenses.a.Provide the support for implementation of the procedures.b.Communicate the procedures to the relevant stakeholders.c.Manage technology licenses according to the procedures.3.Maintain the procedures for managing technology licenses and periodically review theprocedures and actions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b2. Technology resources requiring licensing may include specific softwarecomponents, software applications, software development and maintenance tools, andhardware components. These may either be proprietary in nature (e.g., developedspecifically for use with that client and incorporating technology which gives them acompetitive advantage) or may be resources that are sold by a third party (e.g., packagedapplications).Activity 1b2d. Usage restriction should clearly indicate the organization�s rights, if any, to use thelicensed technology for other purposes (e.g., in the support of other clients).Activity 1b3. Contracts need to ensure that appropriate licensing coverage is being obtained toprotect the client, the organization, and the subcontractors and vendors. Inability of allparties to obtain required licenses for the technology used to deliver the service may causesignificant risks and delays in the ability of the organization to respond to client needs.Activity 1b5. The attributes of the licenses should be checked for their match with requirements.For example, if the organization has 20 users for a technology then the license should allowat least 20 users. Other attributes to address include price, vendor support, expiration, andrenewal methods.Activity 1b9. Licenses may need to be updated due to a number of circumstances, such aschange in number of personnel, change in number or location of sites used to deliver theservice, change in use of subcontractors, or technology upgrades (input fromtech_over_1_2).Activity 1b10. The organization may not have direct ability to influence the transfer of licenses(e.g., licenses to use a third party technology). However, the organization is expected tofacilitate the process to ensure a smooth transition of service delivery back to the client, ordesignee.Attributes to Measure• Amount of licensed technology• License costs• License utilization

14� Copyright 2002, Carnegie Mellon Universitytech_over_5_4Establish and implement procedures to proactively identify and introduceappropriate technology.Rationale: Improve organizational performance and achieve long-term organizational objectives,in part, by identifying and introducing appropriate technology.An established procedure for identifying and introducing technology supports consistenttechnology adoption with minimal disruption. Performance improvements based on usingappropriate, effective, and efficient technologies are necessary for achieving organizationalobjectives and customer satisfaction over the long term. An organization needs to not just keeppace with technology changes but also to develop new capabilities with up-to-date technologiesto remain competitive and meet customer needs and expectations.Activities1.Establish the procedures for identifying and introducing technology.a.Provide the support for establishing the procedures.b.Document the procedures. These procedures address:1)Describing the purpose for identifying and introducing technology.2)Defining roles, responsibilities, and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Establishing methods for proactively monitoring technology innovations within theorganization and industry.a)Identifying types of technology to be monitored.b)Identifying sources of technology information to be monitored (output toorg_over_15_4).c)Determining frequency of monitoring.4)Identifying opportunities through monitoring (output to org_over_15_4).5)Identifying potential impact of identified opportunities uncovered through monitoring(input from org_over_9_4, ops_over_7_4).a)Developing a business case for each opportunity.b)Prioritizing opportunities based on the business case and organizational objectives(input from org_over_1_3).c)Selecting the opportunities to pursue based on the priorities.

� Copyright 2002, Carnegie Mellon University1tech_over_5_46)Communicating identified opportunities and impact analysis to relevant stakeholders.7)Obtaining agreement with relevant stakeholders on potential changes to service orservice levels to be pursued based on identified opportunities.8)Initiating potential changes to services or service levels based on agreed opportunities(output to ops_exe_11_2).9)Introducing appropriate technology (using activities in tech_over_1_2).2.Implement the procedures for identifying and introducing technology.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the technology identification and introductionprocedures.c.Communicate the procedures to the appropriate personnel.d.Identify and introduce technology, according to the procedures.3.Maintain and verify the procedures for identifying and introducing technology.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction as appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1b5a The business case should be based on a cost-benefit analysis, feedback fromorganizations where similar technology is in use, feedback on the experience of end-users,trials and demonstrations, analysis of operation and maintenance costs, and an analysis ofobsolescence and economic life span. The business case should take into considerationorganizational objectives (input from org_over_1_3), business and market strategies,problems faced in operations, new contractual commitments, and changes in the businessenvironment.The business case should include an impact analysis of the changes required, includingchanges to the systems and infrastructure of clients and partners. Financial considerationssuch as set up costs, integration costs, training costs, back up costs, and the retirement ofexisting systems, parts and components, must also be considered. Positive impacts, such asimproved performance, greater efficiencies, or new capabilities, may balance the effects ofadverse impacts.Activity 1b8. Changes to the service should include creation of a transition plan (uses activities intech_over_1_2).Attributes to Measure• Return on investment from new technology• Benefits from new technology• Status of new technologies relative to their transition plans• Status of new technology identification activities

14� Copyright 2002, Carnegie Mellon Universitytech_exe_1_2Establish and implement procedures to integrate an organization�stechnology infrastructure with that of the client, as appropriate.Rationale: Prevent service disruptions and security lapses during service delivery and establishan efficient technology infrastructure, in part, by integrating the organization�s technologyinfrastructure with that of the client.An established procedure for integrating with the client�s technology infrastructure supportsconsistently and effectively preventing service disruptions and security lapses during servicedeployment. This also helps ensure that service deployment proceeds as planned, with optimumutilization of the allocated resources.Activities1.Establish the procedures for integrating technology infrastructures.a.Provide the support for establishing the infrastructure integration procedures.b.Document the infrastructure integration procedures. These procedures address:1)Describing the purpose for integrating technology infrastructures of an organizationand its client.2)Incorporating the technology integration plan into the transition plan for technologyinfrastructure (output to ops_exe_2_2).3)Determining client contact personnel who will be involved in the integration.4)Identifying and analyzing technology components required for technology integration,including examining of combined assets for redundancy (output to ops_exe_8_2).5)Integrating the client and organization�s technology infrastructure in accordance withprocedures to deploy technology (uses activities in tech_over_1_2) and track changesto technology (uses activities in tech_over_3_2).6)Reviewing the performance of the integrated technology against the expectedperformance, taking action as appropriate.7)Obtaining the appropriate client approval for the technology integration.8)Identifying the end-users of the integrated technology and providing them access tothe technology.

� Copyright 2002, Carnegie Mellon University1tech_exe_1_29)Monitoring and maintaining the integrated technology infrastructure, taking action asappropriate and tracking them to closure.10)Ensuring that the procedures comply with the procedures for managing the securityof the technology infrastructure (uses activities in tech_over_2_2), and taking necessaryaction.2.Implement the procedures for integrating technology infrastructures.a.Provide the support for implementation of the infrastructure integration procedures.b.Communicate the procedures to the relevant stakeholders.c.Integrate the technology infrastructures, according to the procedures.3.Maintain the procedures for integrating technology infrastructures and periodically review theprocedures and actions taken to implement the procedures (uses activities in ops_over_2_2).Supplemental InformationActivity 1b4. The need for the integration of technology components may be identified during thecapturing of client requirements (input from ops_pre_1_2) or it may be proposed by theorganization. Technology components include both physical and functional components.Examples of each include: physical components such as servers, network couplers anddatabase bridges; and functional components such as extranets, databases, enterprisesoftware applications, and web sites.Establish guidelines for examining redundant assets for redeployment, lease, sale, etc.Consider using redundancies to accomplish disaster recovery objectives (output toorg_over_13_2).Activity 1b6. Examples of performance reviews include dry runs, simulation, and overload tests. Activity 1b10. Actions required to address security issues include installation of firewalls,allocating passwords, configuring antivirus software, defining media and storage of back-updata, and defining stand-by arrangements in case of failures and problems.Attributes to Measure• Effectiveness of technology integration procedure• Comprehensiveness of technology integration procedure

14� Copyright 2002, Carnegie Mellon Universitytech_exe_2_3Optimize the overall performance of the technology infrastructure neededto deliver all services.Rationale: Manage the performance of the technology infrastructure across engagements inorder to enhance overall performance and support effective delivery of service to new andexisting clients.Making effective use of the organization�s technology infrastructure across engagements allowsefficient load balancing (the ability to meet peak loads in one service without unnecessarilyexpanding the infrastructure to meet peak loads in all services independently). Optimizing doesnot mean the organization has to have 100% efficiency in its infrastructure or that theorganization must optimize the performance of each part of the technology infrastructure.Optimizing overall performance may imply suboptimal performance in one part of theinfrastructure (e.g., slack) to balance the demands of another part of the infrastructure.Optimizing also implies contingency planning in the event of infrastructure failures and indicatesdirection for upgrading or acquiring appropriate technology.Activities1.Plan and provide the support for optimizing the overall performance of the technologyinfrastructure needed to deliver all services.2.Optimize the technology infrastructure needed to deliver services.a.Identify technology infrastructure required to deliver services for all contracts (input fromorg_pre_3_2).b.Identify attributes of the technology infrastructure to optimize.c.Determine optimization targets for identified attributes.d.Determine how existing technology fulfills the infrastructure requirements (input fromtech_over_3_2).e.Identify opportunities to optimize the technology infrastructure.f.Create a plan for optimizing technology infrastructure across contracts.g.Align the plan with organizational objectives (input from org_over_1_3).h.Review the plan for correctness, clarity, and adequacy.i.Optimize the technology infrastructure according to the plan (output to tech_over_1_2).3.Monitor the performance of the technology infrastructure needed to deliver services (output toorg_over_16_3).a.Define the attributes of the technology infrastructure to be monitored.b.Define and document the performance measures for the attributes that need to bemonitored.

� Copyright 2002, Carnegie Mellon University1tech_exe_2_3c.Define and document the methods used for monitoring the defined attributes.d.Define ranges of acceptable performance for each of the measures, based on theoptimization targets.e.Gather performance measures for the defined attributes (input from org_over_7_3).f.Periodically review the performance against the defined criteria and document results.g.Identify gaps between actual and expected performance and take corrective action, asappropriate (output to km_over_4_3).h.Communicate the results of the monitoring and the actions to be taken to relevantstakeholders.4.Verify consistency of monitoring across the organization, and take action as appropriate (usesactivities in org_over_10_3).5.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).Supplemental InformationActivity 2b. Examples of attributes to optimize include response time, space utilization, andbackups.Activity 2e. One way to optimize technology infrastructure is to balance the technology loadacross the organization�s contracts by using excess capacity to fill demand from different timezones. For example, establishing a shift schedule at one site to accommodate demand frommultiple time zones.Activity 2f. The plan may include acquisition or disposal of technology, as appropriate (usesactivities in tech_over_1_2).Activity 3a. Attributes to monitor include performance, availability, responsiveness, utilization,recoverability, and security.Activity 3b. Measures used include percentage of uptime for specific areas, percentage of uptimefor technology infrastructure, seek and response time for specific queries, percentageutilization of the CPU, time to repair, and time to restore.Activity 3g. Identified actions include upgrading or replacing hardware, software, or networkequipment.Attributes to Measure• Optimization attributes relative to targets• Effectiveness of optimizations• Status of optimization activities

14� Copyright 2002, Carnegie Mellon Universitykm_over_1_4Establish and implement a policy to share knowledge among stakeholders.Rationale: Encourage knowledge sharing among all stakeholders to enable stakeholders to learnand continuously improve their levels of performance while building stronger relationships amongthe stakeholders.An established policy for sharing knowledge demonstrates, in part, management commitment toknowledge sharing. In addition, it clarifies the rules by which knowledge can be shared betweenthe organization, client, subcontractors, and vendors.Activities1.Establish a policy for sharing knowledge amongst stakeholders.a.Provide the support for establishing the knowledge sharing policy.b.Document the knowledge-sharing policy. This policy addresses:1)Describing the purpose for sharing knowledge.2)Aligning the policy with organizational objectives (input from org_over_1_3).3)Defining roles, responsibilities, and authorities of the personnel implementing thepolicy (uses activities in org_over_5_3).4)Identifying stakeholders to participate in knowledge sharing.5)Establishing procedures and incentives to encourage sharing and contribution ofuseful knowledge.6)Developing systems and processes for knowledge sharing among stakeholders(output to km_over_3_3).7)Tracking and recording actions and initiatives facilitated by the sharing of knowledge.2.Implement a policy for sharing knowledge.a.Create a plan for implementing the policy.b.Provide the support for implementation of the knowledge-sharing policy.c.Communicate the policy to the appropriate personnel.d.Share knowledge among stakeholders, according to the policy.

� Copyright 2002, Carnegie Mellon University1km_over_1_43.Maintain and verify the policy for sharing knowledge.a.Maintain and periodically review the policy and actions taken to implement the policy (usesactivities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the policy across the organization, and take actionas appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1b5. Procedures and directives that encourage contributing and sharing knowledge mayinclude procedures for periodically conducting knowledge sharing meetings, publicizing andimplementing incentives for knowledge sharing, and recognizing improvements attributable toknowledge sharing.Activity 1b6. Methods for sharing knowledge include meetings, forums, queriable databases, caserepositories, storyboards, contract kick-off meetings, contract completion meetings, companyintranets, bulletin boards, client meetings, and conferences and seminars.Attributes to Measure• Pervasiveness of policy awareness• Pervasiveness of policy training• Pervasiveness of policy understanding• Pervasiveness of policy adherence• Effectiveness of the policy• Benefits derived from knowledge sharing

14� Copyright 2002, Carnegie Mellon Universitykm_over_2_2Identify, control, and provide the information required to perform service-related and support activities.Rationale: Provide access to the information essential for personnel to do their work whilemaintaining appropriate levels of control.Control of information includes maintaining version control of documents and managing theinformation in a way that is consistent with the organization�s approach (policies and procedures)for security, confidentiality, intellectual property, and privacy. Easy access to required informationenables personnel to be more efficient in the performance of their work.Activities1.Provide the support for identifying, controlling, and providing the information required toperform service-related and support activities.2.Identify, control and make available the information personnel need to perform their duties.a.Identify the information needed by personnel to perform their duties.b.Identify personnel, or other stakeholders, who require access to the information.c.Determine methods and media for organizing, controlling and providing the information.d.Ensure that access and control of information comply with the security, confidentiality andprotection of intellectual property policies (input from org_over_2_2).e.Review the identified information for correctness, clarity, and adequacy before making itavailable.f.Provide the information to appropriate personnel, following the security, confidentiality andprotection of intellectual property when providing access to information (input fromorg_over_2_2; output to org_over_4_2).g.Define and communicate steps personnel need to follow to request additional information.h.Update the information collected, as needed, within defined timeframes.3.Periodically review the relevance of the identified information, and take action as appropriate(uses activities in ops_over_2_2).4.Periodically review the effectiveness of the methods and media used for organizing, controllingand providing the information, and take action as appropriate (uses activities inops_over_2_2).

� Copyright 2002, Carnegie Mellon University1km_over_2_2Supplemental InformationActivity 2a. Information needed may include policies; guidelines; procedures, sample outputsfrom the procedures, such as a sample project plan or service specification; manuals;historical data such as effort, time, and cost; errors or difficulties encountered; suggestions;updates to information.Activity 2c. Methods for controlling information include version control, templates, namingconventions, etc. Organizations may use intranets, the Internet, compact discs, and hardcopy to provide access to required information.Activity 2d. Ensure access and control of information to meet the client�s requirements forsecurity, confidentiality, and protection of intellectual property (uses activities inops_over_8_2), as appropriate.Activity 2f. Providing information includes anticipating as well as responding to informationrequired. For instance, procedures and handbooks should be distributed automatically to therelevant stakeholders. Other information, such as market information, is provided uponrequest.Activity 2h. Maintain version control of information updates.Activity 4. Action taken to increase effectiveness includes improving electronic accessinfrastructure with better software, hardware, and network bandwidth.Attributes to Measure• Quality of information• Use of information• Quantity of information

14� Copyright 2002, Carnegie Mellon Universitykm_over_3_3Establish and implement a knowledge system to identify, control anddisseminate information.Rationale: Provide a coordinated knowledge system that allows the organization to keepinformation up-to-date and allows personnel to easily locate required information.A coordinated knowledge system enables personnel to be more efficient in the performance oftheir work. It may reduce turnaround time for responding to client requirements and improve thequality of responses in part by using knowledge captured from previous client engagements. Aknowledge system does not mean that the organization must have a central electronic repositoryof information, but rather that the organization has a coordinated method for managing anddisseminating needed information.This Practice expands on , which covers provision of information needed to performservice-related and support activities. The focus of is expanded to not only coverinformation directly related to service provision, but to cover all information needed by theorganization. It also adds the requirement of establishing a formal knowledge system used tocontrol and disseminate information and knowledge. A knowledge system may be implementedthrough one or more databases, file systems, physical storage media, or other methods forsystematically providing needed access and controlling information.Activities1.Plan and provide the support for establishing a knowledge system.2.Establish a knowledge system.a.Identify sources and classes of information needed to support organizational objectives.1)Identify information needed to support organization objectives (input fromorg_over_1_3).2)Identify information needed about clients.3)Identify information needed about employees.4)Identify information needed about subcontractors and vendors.5)Identify information needed to support the sourcing process.6)Identify personnel, or other stakeholders, who require access to the information.b.Gather and control the identified information.1)Determine methods and media for gathering and updating information.2)Review the identified information for correctness, clarity, and adequacy.3)Determine methods for organizing the identified information.4)Determine methods for controlling the identified information.a)Determine security, confidentiality, privacy and protection of intellectual propertyrequirements (input from org_over_2_2).b)Determine access rights.

� Copyright 2002, Carnegie Mellon University1km_over_3_3c.Disseminate the information.1)Determine information dissemination strategy.2)Determine methods and media for disseminating information to relevant stakeholders.3)Develop guidelines on how to use the knowledge system.4)Provide the information to appropriate personnel.d. Monitor the usage of available knowledge, and take action as appropriate.e.Create a plan for implementing the knowledge system.f.Provide the support for implementation of the knowledge system.g.Communicate the dissemination strategy and guidelines on how to use the information tothe relevant stakeholders.h.Gather and organize identified information into a knowledge system.i.Identify, control and disseminate information using the knowledge system3.Periodically review the effectiveness and relevance of the knowledge system, and take actionas appropriate (uses activities in ops_over_2_2).4.Verify consistency of implementation of the Practice, and take action as appropriate (usesactivities in org_over_10_3).Supplemental InformationActivity 2c1. The organization needs to determine what information gets disseminated and how itgets disseminated. Some information will be provided on demand (e.g., user requests forhelp), while other information will be supplied as it is available (e.g., broadcast of a change inpolicy).Activity 2c2. Methods and media should support the dissemination strategy. Some methods andmedia are more suited for broadcast (e.g., newsletters, posters and e-mail announcements)versus on-demand information (e.g., web browser, knowledge databases, telephone helpdesk).Activity 2d. Attributes to monitor may include ease of access, response time of the knowledgesystem, availability of needed information, information usage. Actions to take may includeincreasing infrastructure capacity, removing obsolete information, and obtaining updatedinformation.Attributes to Measure• Ease of access• Usability• Usage• Availability of needed information

14� Copyright 2002, Carnegie Mellon Universitykm_over_4_3Analyze and use knowledge gained from client engagements.Rationale: Analyze knowledge gained from experience to understand the organization�sstrengths and areas needing improvement.Analysis of knowledge gained from experience enables the organization to identify opportunitiesthat can improve the organization�s performance with existing and future clients. Use of thisknowledge may also stabilize current performance and lead to improved service levels.Activities1.Plan and provide the support for analyzing and using knowledge gained from clientengagements.2.Analyze and use knowledge gained from client engagements.a.Identify the sources and classes of knowledge to be captured (input from org_over_7_3,org_over_10_3, ops_over_2_2, ops_over_6_3, ops_exe_6_3, tech_exe_2_3,km_over_8_3, km_exe_1_2).b.Gather and maintain the identified knowledge.c.Analyze the knowledge gained from client engagements (output to org_over_16_3,ops_over_6_3, ops_post_2_3).1)Analyze lessons learned.2)Determine applicability of knowledge to other areas of the organization.3)Identify opportunities for improvement (output to org_over_16_3).d.Communicate the analysis to relevant stakeholders.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice, and take action as appropriate (usesactivities in org_over_10_3).

� Copyright 2002, Carnegie Mellon University1km_over_4_3Supplemental InformationActivity 2a. Classes of knowledge gained from past client engagements include the following:• Service related: Procedures followed; client requirements; time taken to complete jobs;nature of service components; changes in service design, deployment, and delivery; bestpractices followed; mistakes committed and lessons learned; innovative approaches toproblem resolution.• Client related: Nature of clients, their expectations, communication methodologies,cultural attributes, and their style of working.Attributes to Measure• Pervasiveness of engagement knowledge capture• Usefulness of engagement knowledge• Currency of captured engagement knowledge

14� Copyright 2002, Carnegie Mellon Universitykm_over_5_3Identify and reuse work products.Rationale: Provide access to work products that have been effectively used in the past in order toenable personnel to take advantage of past successes and to propagate expert practices.Reuse of work products can help an organization to save considerable amounts of effort, time,and cost while also helping to standardize the quality of work products being used.Work product refers to any document internal to the organization (e.g., policy, technical designs),client deliverable (e.g., customized software, user documentation), or service component (e.g.,service specification, service delivery procedures) used throughout the sourcing process.Activities1.Plan and provide the support for identifying and reusing work products.2.Identify and reuse work products.a.Identify reusable work products.b.Gather reusable work products.c.Analyze collected work products for their completeness, usability and compliance withorganizational standards, before making them available for reuse.d.Modify collected work products, based on the review, before reuse.e.Develop guidelines for reuse of the identified work products.f.Communicate availability of reusable work products and guidelines for their use to relevantstakeholders.g.Providing the reusable work products to relevant stakeholders (output to ops_exe_1_3).3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice, and take action as appropriate (usesactivities in org_over_10_3).Supplemental InformationActivity 2d. Usage of the system to organize, control and provide reusable work products shouldbe monitored for improving the contents. Action taken to improve contents includes removingwork products that are not being used.

� Copyright 2002, Carnegie Mellon University1km_over_5_3Activity 2g. Electronic catalogs or databases are methods the organization can use to providereusable work products.Attributes to Measure• Usefulness of database of work products• Usability of database of work products• Use of database of work products• Benefits of reuse of work products

14� Copyright 2002, Carnegie Mellon Universitykm_over_6_3Analyze competencies used and developed throughout the sourcingprocess.Rationale: Maintain records about personnel competencies available to the organization andanalyze these records to enable the organization to more quickly respond to future client inquiriesand to better position its capabilities.Accurate records of personnel competencies used in the organization supports the ability of theorganization to adequately understand its capabilities and to effectively position those capabilitieswith new and existing clients.The personnel competency inventory is initially built from personnel records (input fromppl_over_4_2, ppl_over_6_2).Activities1.Plan and provide the support for analyzing competencies used and developed throughout thesourcing process.2.Analyze competencies used and developed throughout the sourcing process.a.Identify sources and classes of information about personnel competencies.1)Identify personnel (input from ppl_over_4_2).2)Identify personnel skills (input from ppl_over_5_3).3)Identify relevant knowledge held by personnel.4)Identify personnel experience.b.Gather and document information on competences in a personnel competency inventory(input from ppl_over_4_2, ppl_over_5_3).c.Update information on competences in a personnel competency inventory (input fromppl_over_2_3, ppl_over_3_3, ppl_over_5_3, ppl_pre_1_3).d.Communicate the competencies to relevant stakeholders.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice, and take action as appropriate (usesactivities in org_over_10_3).

� Copyright 2002, Carnegie Mellon University1km_over_6_3Supplemental InformationActivity 2a2. Skills include ability to deliver a particular service, ability to perform a particular task,and ability to use software applications.Activity 2d. Personnel who require information on competencies include personnel preparing theresponse to client requirements, personnel developing plans for execution of the contract,and personnel planning to acquire competencies through recruiting (output to ops_pre_2_2).Attributes to Measure• Comprehensiveness of competencies captured• Currency of captured competencies• Accuracy of captured competencies

14� Copyright 2002, Carnegie Mellon Universitykm_over_7_3Analyze and use knowledge about clients and end-users.Rationale: Analyze knowledge about clients and end-users to better understand client and end-user expectations and to be better prepared for effectively meeting client and end-user needs.An understanding of clients and end-users can help the organization to identify opportunities fordeveloping new services and markets in order to better meet the needs of current clients and toattract potential future clients.Activities1.Plan and provide the support for analyzing and using knowledge about clients and end-users.2.Analyze and use knowledge about clients and end-users (output to org_over_12_3).a.Identify sources and classes of information and knowledge to be collected on clients andend-users.1)Identify client business drivers and objectives.2)Identify information about client use of service (input from km_over_8_3).3)Identify information about client culture.b.Gather and update knowledge about clients and end-users (output to km_over_3_3).c.Analyze knowledge about clients and end-users (output to org_pre_1_3, ppl_pre_1_3,ppl_exe_2_2, km_over_8_3, km_over_9_3).1)Analyze how the service supports and satisfies business goals.2)Analyze how the service is integrated with client business processes.3)Identify opportunities for improvement based on the findings (uses activities inorg_over_16_3).4)Identify opportunities to develop new services and markets, and take action asappropriate.5)Identify opportunities to improve client relationships.d.Communicate the analyses, opportunities, and actions to take to relevant stakeholders.e.Provide knowledge about clients and end-users to relevant stakeholders.

� Copyright 2002, Carnegie Mellon University1km_over_7_33.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice, and take action as appropriate (usesactivities in org_over_10_3).Supplemental InformationActivity 2b. Methods to collect knowledge about clients and end-users include structuredresearch, meetings with clients, participation in industry forums, and documenting theexperiences of client interaction teams.Activity 2e. Knowledge of clients and end-users is disseminated within the organization byproviding access to specialized databases or through training. Tools and infrastructure usedto disseminate knowledge include intranets, customer relationship management (CRM)applications, case repositories, knowledge management systems, and groupware.Attributes to Measure• Quality of knowledge about clients and end-users• Status of actions taken• Effectiveness of knowledge dissemination• Benefits derived from use of knowledge about clients and end-users

14� Copyright 2002, Carnegie Mellon Universitykm_over_8_3Analyze and use feedback from clients and other stakeholders throughoutthe sourcing process.Rationale: Obtain feedback from stakeholders on an ongoing basis to identify opportunities thatcan improve the organization�s performance with existing and future clients.Feedback from stakeholders can help the organization to identify opportunities to improvemotivation and effectiveness of personnel, relationships with subcontractors and vendors, andsatisfaction of clients.This Practice expands on ops_post_3_2, which covers obtaining formal client feedback duringcontract completion. The focus of km_over_8_3 is expanded to not only cover feedbackthroughout the entire sourcing process, but also to include feedback of any relevant stakeholders(e.g., employees, subcontractors, vendors, and clients).Activities1.Plan and provide the support for analyzing and using feedback from clients and otherstakeholders.2.Analyze and use feedback from clients and other stakeholders.a.Identify attributes that require client and other stakeholder feedback.1)Identify attributes based on an analysis of organizational objectives (input fromorg_over_1_3).2)Identify attributes based on organizational reviews (input from org_over_10_3).3)Identify attributes based on information about clients (input from km_over_7_3).b.Identify designated times for obtaining feedback.c.Identify contact personnel, media, and methods for obtaining feedback from the client,end-users, and other stakeholders.d.Identify client personnel, end-users, and other stakeholders from whom to obtain feedback.e.Obtain feedback from identified client personnel, end-users, and other stakeholders.f.Analyze the obtained feedback (output to org_over_12_3, org_over_16_3, ops_over_6_3,km_over_4_3, km_over_7_3, km_over_9_3).g.Identify appropriate actions to be taken based on the feedback.h.Align the actions to be taken with organizational objectives (input from org_over_1_3).

� Copyright 2002, Carnegie Mellon University1km_over_8_3i.Communicate the results of the feedback analysis and actions taken to relevantstakeholders.j.Document the actions taken and tracking them to closure.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice across the organization, and take actionas appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 2a. Attributes on which feedback is required include:• Precontract - clarity of negotiation topics, usability of pricing guidelines, perception ofnegotiated agreement (i.e., win/win).• Contract execution - fulfillment of stated and implied needs, suitability of service provided,cultural fit, ability to meet service levels, efficiency and effectiveness of response tocomplaints, accessibility of the key service provider contact people, interactionexperiences, and suggested improvements.• Postcontract — effectiveness of transition and perception of clients and end-users aboutthe organization and its ability to adapt to changing service level requirementsActivity 2g. Actions taken may be based on either positive or negative feedback. An example ofan action taken on positive feedback is determining what worked well in one engagement andimplementing it across the organization. An example of an action taken on negativefeedback is to do root cause analysis on the problem and take corrective action on otherengagements.Attributes to Measure• Quality of knowledge about stakeholders• Effectiveness of knowledge dissemination• Status of actions taken• Benefits derived from use of knowledge about stakeholders

14� Copyright 2002, Carnegie Mellon Universitykm_over_9_3Analyze the perceptions that current and prospective clients have aboutthe organization and its services.Rationale: Investigate client perceptions about the organization to identify opportunities that canimprove the organization�s performance or the perception of the organization�s performance.An understanding of current and prospective client perceptions can help the organization toidentify opportunities for developing new services and markets to better meet the needs of currentclients and to attract potential future clients.Activities1.Plan and provide the support for analyzing the perceptions of current and prospective clients.2.Analyze the perceptions that current and prospective clients have about the organization andits services (output to org_over_12_3).a.Identify sources and classes of information needed to analyze clients� perceptions.1)Identify organizational attributes to analyze based on organizational objectives andreviews (input from org_over_1_3, org_over_10_3).2)Identify organizational attributes to analyze based on client feedback (input fromkm_over_8_3).3)Identify sources of information for current clients (input from km_over_7_3).4)Identify sources of information for prospective clients (input from km_pre_1_3).b.Identify tools and methods to use to analyze the clients� perceptions of the identifiedattributes, developing or purchasing tools and methods as appropriate.c.Obtain information on the perceptions that current and prospective clients have about theorganization and its services.d.Analyze the perceptions of current and prospective clients (output to ppl_pre_1_3).1)Identify opportunities for improvement based on the findings (uses activities inorg_over_16_3).2)Identify opportunities to develop new services and markets.3)Identify opportunities to improve client relationships.e.Communicate the results of the analysis to relevant personnel.

� Copyright 2002, Carnegie Mellon University1km_over_9_33.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice, and take action as appropriate (usesactivities in org_over_10_3).Supplemental InformationActivity 2a1. Organizational attributes may include ability to deliver services, technical resourcesand their ability, access to new technologies, human resources, experience and skill of staff,ability to meet performance standards, adaptability to changing requirements, ability toimplement new technology, reputation, and pricing of services.Activity 2a2. Attributes include satisfaction for services and drivers that influence client decisionsabout purchasing services.Activity 2b. Methods and tools for obtaining information on the perceptions of current andprospective clients include mail, e-mail, web-based and telephone surveys; focus groups withkey clients; interviews with prospects or clients lost to competitors; customer relationshipmanagement software; and statistical software applications.Attributes to Measure• Effectiveness of procedure for understanding client perceptions• Return on investment of understanding client perceptions

14� Copyright 2002, Carnegie Mellon Universitykm_pre_1_3Analyze and use market information about prospective clients.Rationale: Analyze knowledge about prospective clients in order to understand their serviceexpectations and needs and be better prepared to effectively meet client needs and position theorganization�s capabilities.An understanding of prospective clients can help the organization to identify opportunities fordeveloping new services and markets to better meet the needs of current clients and to attractpotential future clients.Activities1.Plan and provide the support for analyzing and using market information about prospectiveclients.2.Analyze and use market information about prospective clients (output to org_over_12_3).a.Identify sources and classes of market information needed to support organizationalobjectives (input from org_over_1_3).1)Identify prospective clients in the appropriate markets (output to km_over_9_3).2)Determine the type information needed for each prospective client.b.Gather and update market information.c.Gather and update information on prospective clients.d.Analyze information (output to org_pre_3, ppl_pre_1_3, km_over_8_3).1)Verify the accuracy of the gathered data.2)Identify opportunities to develop new services and markets, and take action asappropriate.3)Identify opportunities to develop new client relationships.e.Communicate the information and results of the analysis to appropriate personnel.3.Periodically review the actions taken to implement the Practice (uses activities inops_over_2_2; input from org_over_7_3).4.Verify consistency of implementation of the Practice, and take action as appropriate (usesactivities in org_over_10_3).

� Copyright 2002, Carnegie Mellon University1km_pre_1_3Supplemental InformationActivity 2a. Information to collect on prospective clients includes their industry market share,customers and existing service providers. Other information that can be used to determinethe services a prospective client may need is to understand their competitive environment.This includes information on the client�s competitive advantage, business objectives,competitors, threats and problems.Activity 2d1. Verifying information may include determining credibility of sources and consistencyof information.Attributes to Measure• Quality of market related information• Market share and market share trends• Benefits derived from the use of market knowledge

14� Copyright 2002, Carnegie Mellon Universitykm_exe_1_2Establish and implement procedures to capture and analyze data onresources consumed during contract execution.Rationale: Understand resource usage for current client engagements in order to betterunderstand and control resource utilization and to accurately estimate and plan for the resourcesrequired for new client engagements.An established procedure supports consistently understanding resource usage. This analysis isnecessary for the organization to accurately estimate future resource usage and to appropriatelybalance resource needs while delivering services to existing clients.Activities1.Establish the procedures for capturing and analyzing data on resource consumption.a.Provide the support for establishing the data capture and analysis procedures.b.Document the data capture and analysis procedures. These procedures address:1)Describing the purpose for capturing and analyzing data on resource consumption.2)Identifying the resource data that needs to be captured, aggregated and analyzed(input from ops_exe_2_2, ops_exe_15_2).3)Identifying the methods used to capture, aggregate and analyze the identified resourcedata.4)Capturing information related to the effort and timeframe of the activities carried out foreach client engagement (input from ops_exe_3_2 and ops_exe_16_2).5)Aggregating and analyzing the data captured.6)Identifying inefficiencies in resource utilization by comparing actual against plannedutilization levels in service design, deployment, and delivery.7)Documenting instances of inefficient utilization of resources and tracking them toclosure.8)Making available the data and results of the analysis to appropriate personnel (outputto ops_exe_2_2, ops_exe_15_2, ops_post_1_2).

� Copyright 2002, Carnegie Mellon University1km_exe_1_22.Implement the procedures for capturing and analyzing data on resource consumption.a.Provide the support for implementation of the data capture and analysis procedures.b.Communicate the procedures to the appropriate personnel.c.Capture and analyze data on resource consumption, according to the procedures.3.Maintain the procedures for capturing and analyzing data on resource consumption andperiodically review the procedures and actions taken to implement the procedures (usesactivities in ops_over_2_2).Supplemental InformationActivity 1b2. Information related to effort and timeframe includes number of personnel used,duration of activity, and technology used (computers, storage devices, media, software).Attributes to Measure• Status of resource utilization information• Currency of resource utilization information• Integrity of resource utilization information• Usefulness of resource utilization information

14� Copyright 2002, Carnegie Mellon Universitykm_post_1_4Establish and implement procedures to transfer to the client, duringcontract completion, the knowledge gained from the specific clientengagement.Rationale: Enable the client to understand important information about service delivery,improving the efficiency of the client and providing a basis for future relationships, by transferringknowledge needed by the client, or the client�s designee, to deliver services after contractcompletion.An established procedure is essential for the organization to be fully prepared to execute contractcompletion should the need arise. It also supports the organization�s ability to consistentlyidentify and transfer all knowledge that will be needed by the client to continue delivery of theservice. Effective transfer of knowledge improves the satisfaction of the client and provides abasis for future relationships.Activities1.Establish the procedures for transferring knowledge to the client during contract completion.a.Provide the support for establishing the knowledge-transfer procedures.b.Document the knowledge-transfer procedures. These procedures address:1)Describing the purpose for transferring knowledge to the client during contractcompletion.2)Defining roles, responsibilities, and authorities of the personnel implementing theprocedures (uses activities in org_over_5_3).3)Identifying the sources and classes of knowledge to be transferred to the client duringcontract completion.a)Identifying knowledge gained during the specific engagementb)Identifying from the contract, and other client agreements, classes of knowledgeagreed to be transferred (input from org_pre_3_2).c)Determining, from the identified gained knowledge, the knowledge to transfer.d)Determining whether identified knowledge is the organization�s intellectualproperty, and taking action as appropriate (input from ops_over_9_2).4)Identifying knowledge-transfer activities, especially activities covered in the contract(input from org_pre_3_2).5)Estimating the resources required, including the effort and timeframe required for eachactivity (input from km_exe_1_2).6)Planning the transfer of knowledge.

� Copyright 2002, Carnegie Mellon University1km_post_1_47)Determining dispute handling and escalation methods.8)Communicating the plan and dispute handling methods to relevant stakeholders.9)Transferring knowledge based on the plan.10)Ensuring verification and accounting of knowledge transferred (input fromops_over_9_2, km_over_3_3).11)Obtaining client acceptance of resources handed over.2.Implement the procedures for transferring knowledge to the client during contract completion.a.Create a plan for implementing the procedures.b.Provide the support for implementation of the knowledge-transfer procedures.c.Communicate the procedures to the relevant stakeholders.d.Transfer knowledge to the client during contract completion, according to the procedures.3.Maintain and verify the procedures for transferring knowledge to the client during contractcompletion.a.Maintain and periodically review the procedures and actions taken to implement theprocedures (uses activities in ops_over_2_2; input from org_over_7_3).b.Verify consistency of implementation of the procedures across the organization, and takeaction as appropriate (uses activities in org_over_10_3).Supplemental InformationActivity 1b3a. The knowledge gained may include various components such as business andtechnical requirements of clients and end-users, key problems and issues identified duringrequirement specification, service specification developed from client requirements, workinstructions prepared for providing the service, quality specification developed based on clientrequirements of service level expectations, identified confidentiality and securityrequirements, contract-specific risks identified, identified contract-specific regulatory andstatutory requirements, identified cultural attributes, identified personnel competenciesneeded for a specific contract, corrective and preventive actions that include clientinvolvement, and a summary of client feedback. Ensure that the knowledge will aid inreducing the learning cycle for the client.Activity 1b3c. This may include knowledge that may be useful to the client in maintaining thetransitioned service at the desired service level, but is not specifically outlined in the contract.The organization may choose to transfer knowledge based on a strategic decision to improvethe value-chain process (input from org_over_1_3).Attributes to Measure• Effectiveness of the transition of knowledge• Status of transition activities

14� Copyright 2002, Carnegie Mellon University

� Copyright 2002, Carnegie Mellon University1

Baldrige National Quality Program 2002: Criteria for Performance Excellence --Business, National Institute of Standards and Technology, U.S. Department ofCommerce, 2002.Booz Allen Hamilton, 2001 BPO Survey of 100 U.S. Companies.CMMI Product Team, 2002, Capability Maturity Model Integration (CMMI), Version 1.1:CMMI for Systems Engineering/Software Engineering/Integrated Product andProcess Development/Supplier Sourcing, Version 1.1, Staged Representation(CMMI-SE/SW/IPPD/SS, V1.1, Staged), Software Engineering Institute, CarnegieMellon University, CMU/SEI-2002-TR-012.CMMI Product Team, 2002, Capability Maturity Model Integration (CMMI), Version 1.1:CMMI for Systems Engineering/Software Engineering/Integrated Product andProcess Development/Supplier Sourcing, Version 1.1, ContinuousRepresentation (CMMI-SE/SW/IPPD/SS, V1.1, Continuous), SoftwareEngineering Institute, Carnegie Mellon University, CMU/SEI-2002-TR-011.Conference Board (The), The 2002 Strategic Outsourcing Conference, New York.Curtis, Bill, William E. Hefley, and Sally A. Miller, 2001, P-CMM: People CapabilityMaturity Model, Addison-Wesley, Reading, MA.Dun & Bradstreet Collections, 2002, http://www.dnbcollections.com/qbarom.htmDrucker, P., March 29, 1995, The Network Society, Wall Street Journal, pg. A12.Ferguson, J., J. Cooper, et al., December 1996, SA-CMM - Software AcquisitionCapability Maturity Model (SA-CMM) Version 1.01, Software EngineeringInstitute, Carnegie Mellon University, CMU/SEI-96-TR-020.Forrester Research, TechStrategy Report, 2002.http://www.forrester.com/ER/Research/Report/Summary/0,1338,13161,00.htmlGartner Group, BPO At Crossroads — Market Trends, 2002.Gartner Group, 2000, Outsourcing Services: Market Share and Forecast, March 19,2001.http://www4.gartner.com/DisplayDocument?id=325984&acsFlg=accessBought#h1Gartner Group, May 29, 2000, Dataquest�s 1999-2004 Market Forecast for BusinessProcess Outsourcing (BPO).http://www4.gartner.com/DisplayDocument?id=292181&acsFlg=accessBought#h1IDC, Worldwide IS Outsourcing Services: Mid-year Forecast Update, 2002a.IDC, Worldwide and U.S. Customer Care Services: Mid-year Forecast Update, 2002b.

14� Copyright 2002, Carnegie Mellon UniversityIDC, Worldwide Logistics Business Process Outsourcing (BPO) Market to Grow 17% toReach $308.7 Billion in 2006; 2002c.http://www.idc.com/getdoc.jhtml?containerId=pr2002_06_03_134734IEEE-STD-610:ANSI/IEEE Std 610.12-1990, February 1991, IEEE Standard Glossaryof Software Engineering Terminology.ISO 9001:2000, December 13, 2002, Quality management systems -- Requirements,International Organization for Standardization.ISO/IEC TR 15504-2:1998, January 12, 1998, Information technology — Softwareprocess assessment - Part 2: A reference model for processes and processcapability, International Organization for Standardization and InternationalElectrotechnical Commission.Ketler, K., and Willems, J.R., 1999, A Study of the Outsourcing Decision: PreliminaryResults. Proceedings of the 1999 ACM SIGCPR Conference on ComputerPersonnel Research, New Orleans, LA.McKinsey and Company, 1999, Highlights of the NASSCOM — McKinsey Study Report1999 — Study on IT-enabled Service Sector, sponsored by the NationalAssociation for Software and Services Companies, India.Ozanne, M.R., February 29, 2000, Barometer of Global Outsourcing - The MillenniumOutlook, Sponsored by Dun & Bradstreet.http://www.dnbcollections.com/outsourcing/bar1.htmPaulk, Mark C., Charles V. Weber, Bill Curtis, and Mary Beth Chrissis, 1995, SW-CMM:The Capability Maturity Model: Guidelines for Improving the Software Process,Addison-Wesley, Reading, MA.Paulk, M. C., Curtis, B., Chrissis, M.B., and Weber, C.V., 1993,Capability MaturityModel(sm) for Software, Version 1.1. Pittsburgh, PA, Software EngineeringInstitute: 82 pgs. (Terms modified from this document.)Prahalad, C.K., and Hamel, G., May-June 1990, The Core Competence of theCorporation, Harvard Business Review, pg. 81.Six Sigma. Harry, Mikel, and Richard Schroeder, 2000, Six Sigma: The BreakthroughManagement Strategy Revolutionizing the World’s Top Corporations, Doubleday,New York, NY.Suresh, B., Mahendra, V., Hyder, E., Nawrocki, E., Madhu, K., and Gupta, R., April 30,2001, escm Annotated Bibliography, Carnegie Mellon University Technical Report,CMU-CS-01-125/CMU-ISRI-01-100, 76 pgs.TechTarget.com, 2001.http://whatis.techtarget.com/definition/0,289893,sid9_gci212731,00.htmlWordNet: A lexical database for the English language. Princeton University,http://www.cogsci.princeton.edu/~wn/

� Copyright 2002, Carnegie Mellon University1Yankelovich Partners, August 1998, Global Top Decision Makers Study on BusinessProcess Outsourcing, sponsored by PricewaterhouseCoopers.http://www.pwcglobal.com/bpo/

14� Copyright 2002, Carnegie Mellon University

� Copyright 2002, Carnegie Mellon University1

ActivitiesA section within a Practice that provides a list of activitiesto be performed to fulfill the intent of the Practice. At aminimum a service provider has to perform all the listedactivities to implement the Practice.Attributes to MeasureA section within a Practice that provides a recommendedlist of characteristics to be monitored and analyzed inorder to effectively manage and control the performanceof the Practice.BenchmarkA standard against which measurements or comparisonscan be made with the intent to improve capability.Business OperationsElement (ops)Business Operations is an Organizational Element thatrefers to the coordination of organizational functions andresources, people, and technology, for the purpose ofdelivering a service to a client. The focus of BusinessOperations is on the design, deployment and delivery ofservicesBusiness ProcessOutsourcing (BPO)Dataquest defines BPO as �the delegation of one or moreIT-intensive business processes to an external providerthat, in turn, owns, administrates and manages theselected process/processes, based upon defined andmeasurable performance metrics.� [Gartner Group 00]CapabilityProcess capability describes the range of expectedresults that can be achieved by following a process. Theprocess capability of an organization provides one meansof predicting the most likely outcomes to be expectedfrom the next project the organization undertakes. [Paulk93]Capability BaselineA description of the capability of the organization at apoint in time. It is derived from the analysis of measuresof performance used by the organization.Capability LevelsThe five Capability Levels of escm that describe animprovement path for a service provider, progressingfrom having the capability to deliver service that meetsclient requirements, up to the highest level, sustainingvalue enhancement through continuous innovation. Thefive levels of capability that define this path are: Level 1 —Initial, Level 2 — Performing to meet client requirements,Level 3 — Controlling through measurement, Level 4 —Enhancing through innovation, and Level 5 — Sustainingexcellence.

14� Copyright 2002, Carnegie Mellon UniversityChange ControlAn element of configuration management, consisting ofthe evaluation, coordination, approval or disapproval, andimplementation of changes to work products. [Paulk 93]ClientAn entity that obtains sourcing services from a serviceprovider.Client Interaction TeamA team of personnel from the service provider, ideallyrepresenting multiple functions, constituted to interactwith the client. This team primarily understands andcaptures client requirements and positions the serviceprovider�s capabilities, before the contract is finalized. Italso provides clarifications to the service design anddeployment team and to the client during service designand deployment, as required.CommitmentA pact that is freely assumed, visible, and expected to bekept by all parties. [Paulk 93]CompetencyThe combination of experience, knowledge, and skillsrequired to perform a task or role. Personnel competencyis the competency of an individual employee. Workforcecompetency is the set of personnel competencies thatexist in the organization.ConfidentialityRestricting the use of information, service components,technology components, and work products solely toauthorized stakeholders.Contract CompletionWhen a contract is ended after the fulfillment of thecontract obligations or expiration of the contract period.This includes termination (for cause or convenience)before the planned contract completion date.Contract ExecutionPhaseThe sourcing phase where client requirements are metthrough service delivery according to service levelsagreed upon. This includes service design, deployment,delivery, and modification.Cultural AttributesCharacteristics of the client and end-user that can impactthe quality and acceptance of the service being delivered.Cultural attributes can be either national or corporate,such as ethnicity, language, and behavioral norms.Cultural FitTo address cultural differences between the client and theservice provider to effectively deliver service according toagreed service levels.

� Copyright 2002, Carnegie Mellon University1DeploymentThe process of acquiring or installing requiredinfrastructure, including technology, and putting in placeappropriately skilled people, based on the service design,in order to enable delivery of the desired service. Thisincludes identifying, obtaining, preparing, and setting upnecessary resources. Service deployment occurs beforeservice delivery and after service design.EngagementThe relationship between the service provider and a(prospective) client that spans the entire sourcingprocess.Establish andImplementTo define, document, train personnel, provide resourcesand put to use a procedure or policy, with an aim ofachieving intended outcomes.GuidelinesAn indication or outline, based on organizational policy orconduct that provides guidance for determining a courseof action.Input FromPractice B provides information or deliverables to PracticeA. This is shown as an input link in the appropriateActivity in Practice A.InstitutionalizationThe building of infrastructure and corporate culture thatsupport methods, practices, and procedures so that theyare the ongoing way of doing business, even after thosewho originally defined them are gone. [Paulk 93]Intellectual PropertyA form of property that cannot be seen or touched, andwhich comes into existence through some kind of creativeefforts. [Burnett 98]IT-enabled SourcingServiceA type of sourcing service that uses informationtechnology in the processing and delivery of the service.Services are delivered through a telecommunications ordata network, or other electronic media.KnowledgeManagement Element(km)Knowledge management is a function in which a providerconsciously and comprehensively gathers, organizes,refines, analyzes and disseminates its knowledge tofurther its objectives. Knowledge Management is anOrganizational Element that provides the basis forcontrolling performance, organizational learning, andinitiating improvements and innovationsLessons LearnedInformation obtained as a result of a �postmortem�valuation at the end of a project.OrganizationIn the context of the escm, an organization is synonymouswith a service provider.

14� Copyright 2002, Carnegie Mellon UniversityOrganizational ElementsIT-enabled sourcing service providers� operations arecomprised of interdependent elements. The escmaddresses five Organizational Elements with respect totheir contribution to the formation, management, andexpansion of sourcing relationships. These are:Organizational Management, People, BusinessOperations, Technology, and Knowledge Management.OrganizationalManagement Element(org)Organizational Management is an Organizational Elementthat provides direction, sets objectives, and establishessystems and procedures needed to achieve theseobjectives.Output ToPractice B provides information or deliverables to PracticeA. This is shown as an output link in the appropriateActivity in Practice B.OutsourcingAn arrangement in which one company provides servicesfor another company that could also be or usually havebeen provided in-house [TechTarget.com 01]Overall Practicesescm Practices that are defined for each OrganizationalElement and are ongoing and applicable across allphases of the sourcing process: Precontract, ContractExecution and Postcontract.People Element (ppl)The People Element is an Organizational Elementfocused on personnel policies and procedures, andensuring that appropriately skilled people are available toprovide services.Personnel Competencysee CompetencyPhase-specific Practicesescm Practices that are defined for an OrganizationalElement, and are applicable in a specific phase of thesourcing process such as Precontract, ContractExecution or Postcontract.PhasesThe sourcing process is temporally divided into threeparts: Precontract, Contract Execution, and Postcontract.PolicyA guiding principle, typically established by theorganization�s leadership that is adopted by theorganization to influence and determine decisions. [Paulk93]Postcontract PhaseThe sourcing phase where, due to the completion of acontract, the service provider hands over to the client, orits designee, service delivery responsibility and service-related assets.

� Copyright 2002, Carnegie Mellon University1PracticeComponent of the escm model defined for eachOrganizational Element. Service providers implementPractices to improve their capability to manage andexpand relationships with their clients.Practice RatingThe process of determining the effectiveness ofimplementation and institutionalization of an escm Practice.Data are collected and analyzed according to the escmdetermination methods.Precontract PhaseThe sourcing phase that involves activities performeduntil the contract between the service provider and theclient are finalized, (e.g., understanding clientrequirements, negotiating deliverables, and assessinginternal capabilities). Precontract Phase includesrequirement management and contract finalization.ProcedureA documented description of an approach to be taken toperform a defined set of tasks required for achieving anintended result. [Paulk 93]Process(1) A sequence of steps performed for a given purpose;for example, the software development process [IEEE-STD-610.12-1990]. (2) A set of interrelated or interactingactivities which transforms inputs into outputs [ISO9000:2000].ProgramA set of actions or projects initiated with defined resourcecommitments and timelines for completion that anorganization implements to achieve a definedorganizational objective.Quality SpecificationThe quality specification is a document, created as part ofservice design, which describes the quality attributes tobe monitored and the service levels that have beenagreed for each of those attributes.RationaleA brief explanation of the purpose for a Practice and theexpected benefits (to the service provider and/or client)achieved by performing the Practice.Requirement(1) A condition or capability needed by a user to solve aproblem or achieve an objective. (2) A condition orcapability that must be met or possessed by a product orproduct component to satisfy a contract, standard,specification, or other formally imposed documents. (3) Adocumented representation of a condition or capability asin (1) or (2). [IEEE 610.12-1990]

14� Copyright 2002, Carnegie Mellon UniversityService ComponentService components are any items that are used in thedelivery of service. Components can include specificuser interfaces, customized software, data storagemechanisms, work instructions, process specifications,quality specifications, and security mechanisms. Thesecomponents can change during the delivery of service. Aservice component is a type of work product.Service LevelsThe performance values expected for service deliveryduring an engagement. For example, bandwidthavailability, response times for routine and ad hocqueries, response time for problem resolution such asnetwork downtime and machine failure, and clientsatisfaction levels.Service ProviderAn entity that provides IT-enabled sourcing services to aclient. The service provider has business functions andadministration separate from the client.SourcingSourcing includes outsourcing but covers a broader rangeof relationships than traditional outsourcing, including in-sourcing.Sourcing ProcessThe sourcing process has phase-specific activities forthree temporal Phases (Precontract, Contract Execution,and Postcontract) and Overall activities that are ongoingthroughout the entire sourcing process.StakeholdersA group of individuals who are affected by, or are in someway accountable for, the outcome of an undertaking. It iscomprised of clients, business partners, shareholders,employees of an organization, and subcontractors andvendors.SubcontractorsAn individual, partnership, corporation, or association thatcontracts with a service provider (that is, the primecontractor) to design, develop, and/or deploy a service orpart thereof. [Paulk 93]SupplementalInformationA section within a Practice that provides explanatoryinformation that is intended to help convey the intent ofthe activities and provide examples of how those activitiescould be implemented.

� Copyright 2002, Carnegie Mellon University1Support ActivitiesSupport functions include, but are not limited to,accounting, human resources, information systems, salesand marketing, and quality control. Support activitiesperformed by these functions include verifying theimplementation of procedures and programs, operationalimprovement, research and development, improving thephysical environment, and monitoring personnelperformance.Technology Element(tech)The Technology Element is an Organizational Elementconcerned with the technology infrastructure for service-related and support activities.TransitionProcess of transfer of responsibility for providing thepersonnel, and/or technology, and other infrastructures.Uses Activities InA phrase used within activities to show a relationship toactivities in another Practice. If an activity in Practice Ashows a relationship reference �(uses activities inPractice B)�, this indicates that all of the activities detailedin Practice B are used to perform that activity in PracticeA.VendorAn individual, partnership, corporation, or association thatcontracts with a service provider to deliver a product orservice, (e.g., software, hardware, equipment, ormiscellaneous items).VerificationThe process of ensuring that activities are performed incompliance with the process that has been established orthat service commitments are being satisfied. Verificationtypically encompasses review and audits by managementor designated personnel.Version ControlAn informal level of configuration management, in which awork product is changed in a controlled manner and theversion of the work product in use at a given time (past orpresent) is known. [SW-CMM v2C]Work productsAny document, artifact, item, product, or piece ofinformation that serves as an input to, or is produced asan output from, any process or activity in the organization.Examples include software code, service specifications,and project plans. (See Service Components.)Workforce Competencysee Competency

14� Copyright 2002, Carnegie Mellon University

� Copyright 2002, Carnegie Mellon University1

Coverage35 of compared to other quality models is shown in the next page.The following points summarize the major similarities and difference of with otherquality models:• The highest overlap is in service design of the contract execution activities.• Gaps addressed by escm are:o Activities that lead to the formation of outsourcing relationship;o The service deployment and delivery activities; and Activities that happen after the completion or termination of acontract. escm defines a balanced level of structure that is adaptable to the dynamicnature of the IT-eos — neither too flexible/generic nor too rigid/specific.The shaded areas in this matrix indicate practices from the escm that are not inscope for the other quality models. 35The comparative coverage was reviewed by authors of the SW-CMM, P-CMM, and by ISOauditors.

14� Copyright 2002, Carnegie Mellon UniversityI9

SWCIPCI9MBSWCIPCOrg. Mgmt.Org. Mgmt.Org. Mgmt.Peopleorg_over_1_312112org_pre_1_3000

1ppl_post_1_200002org_over_2_201010org_pre_2_200000org_exe_2_301

120org_pre_3_210110org_exe_3_201220ops_post_1_210001org_over_4_2

ops_post_2_300000org_over_5_320222ppl_pre_1_310111ppl_exe_1_2102

0org_over_6_422112ppl_pre_2_200001ppl_exe_2_200001Know. Mgmt.org_over_7_32

00000org_over_8_422222ops_pre_1_222220ops_exe_1_31222

ops_pre_2_220111ops_exe_2_220220org_over_10_321222ops_pre_3_2200

0org_over_11_411112ops_pre_4_200000ops_exe_4_220220org_over_12_312

22ops_exe_5_202220org_over_13_200000Know. Mgmt.ops_exe_6_301000org_over_14_3

1000ops_exe_7_202220org_over_15_401000ops_exe_8_220001

22221Peopleops_exe_10_220220ppl_over_1_402111ops_exe_11_2112

2ops_exe_12_200000ppl_over_3_3 12212ops_exe_13_322220ppl_over_4_220

10ppl_over_5_3 11222ops_exe_15_222220ppl_over_6_222222ops_exe_16_20

112Technologyppl_over_8_302002tech_exe_1_200000ppl_over_9_301122

01012Know. Mgmt.ppl_over_11_302002km_exe_1_210221ppl_over_12_2101

2Bus. Ops.ops_over_1_221222ops_over_2_222111ops_over_3_220220ops_over_4_22

110ops_over_6_322221ops_over_7_422221ops_over_8_200110ops_over_9_2

ops_over_10_221012Technology1No direct coveragetech_over_1_221110tech_over_2_2000002 tech_over_4_200000tech_over_5_402220Know. Mgmt.km_over_1_402012I9ISO 9001: 2000km_over_2_2

1111MBBaldrige Quality Program 2002km_over_4_300110km_over_5_300112SWSoftware CMM version 1.1km_over_6_30

010CICMM Integration version 1.1km_over_8_321221km_over_9_312000PCPeople CMM version 2.0Models ComparedRating Key

� Copyright 2002, Carnegie Mellon University1Appendix B.

Practices listed by LevelLEVEL 2IDPracticeorg_over_2_2Establish and implement policies on security, confidentiality and protection ofintellectual property.org_over_3_2Establish and implement a policy on risk management.org_over_4_2Identify and provide adequate resources for performing service-related andsupport activities.org_over_13_2Establish and implement disaster recovery procedures.org_pre_2_2Establish guidelines for pricing services.org_pre_3_2Establish and implement procedures to create and amend contracts.org_exe_1_2Establish and implement procedures to communicate the client’s requirementsfrom the client interaction team to the service design and deployment team.org_exe_3_2Identify, assess and manage risks specific to executing the contract.ppl_over_4_2Assign roles and responsibilities to personnel based on appropriate personnelcompetencies.ppl_over_6_2Meet identified personnel competency needs by providing training.ppl_over_7_2Establish and maintain a work environment that enables personnel to workeffectively.ppl_over_12_2Assign a team to interact with the client.ppl_pre_2_2Assign a team to negotiate with clients.ppl_exe_1_2Assign a team to design and deploy the service according to client requirements.ppl_exe_2_2Establish and implement procedures to manage the transfer of personnel andskills from the client during transition and contract execution.ppl_post_1_2Establish and implement procedures to manage the transfer of personnel andskills to the client during contract completion.ops_over_1_2Define and communicate engagement objectives.ops_over_2_2Establish and implement procedures to measure and verify that process andservice commitments are satisfied.ops_over_3_2Establish and implement procedures to select subcontractors and vendorsbased on their ability to meet identified requirements.ops_over_4_2Monitor the performance of subcontractors and vendors against theircommitments, and take appropriate action.ops_over_5_2Establish and implement procedures to document interactions with clients.

14� Copyright 2002, Carnegie Mellon Universityops_over_8_2Establish and implement procedures to meet security and confidentialityrequirements.ops_over_9_2Establish and implement procedures to protect the intellectual property ofstakeholders, as appropriate.ops_over_10_2Establish and implement procedures to comply with statutory and regulatoryrequirements.ops_pre_1_2Establish and implement procedures to gather a client�s requirements.ops_pre_2_2Prior to committing to the prospective client, review requirements and ensurethat the organization can meet them.ops_pre_3_2Establish and implement procedures to respond to the requirements of aprospective client.ops_pre_4_2Prior to and during negotiation, identify topics requiring client agreement.ops_pre_5_2Define the roles and responsibilities of the organization and the client withrespect to the proposed contract.ops_exe_2_2Develop a plan to design and deploy the service.ops_exe_3_2Track service design and deployment activities against the plan at designatedintervals.ops_exe_4_2Develop the service specification.ops_exe_5_2Design the service based on the service specification.ops_exe_7_2Establish and implement procedures to obtain feedback from the client on thedesigned service, and to incorporate necessary changes.ops_exe_8_2Establish and implement procedures to verify and account for resourcestransferred from the client to the organization.ops_exe_9_2Establish and implement procedures to monitor service quality based on thequality specification, and take corrective action as appropriate.ops_exe_10_2Establish and implement procedures to apply version control and change controlto the service components.ops_exe_11_2Establish and implement procedures to make modifications to services.ops_exe_12_2Establish and implement procedures to train clients and end-users, asappropriate.ops_exe_14_2Deploy the service based on the design.ops_exe_15_2Plan and deliver the service according to the service design.ops_exe_16_2Track the service delivery activities against the delivery plan, and take correctiveaction as appropriate.ops_post_1_2Establish and implement procedures to hand over resources during contractcompletion.ops_post_3_2Obtain and analyze client feedback during contract completion.tech_over_1_2Establish and implement procedures to acquire, deploy, and upgradetechnology.tech_over_2_2Establish and implement procedures to manage the security of the technologyinfrastructure.

� Copyright 2002, Carnegie Mellon University1tech_over_3_2Establish and implement procedures to track and control changes in thetechnology infrastructure.tech_over_4_2Establish and implement procedures to manage technology licenses.tech_exe_1_2Establish and implement procedures to integrate an organization�s technologyinfrastructure with that of the client, as appropriate.km_over_2_2Identify, control, and provide the information required to perform service-related and support activities.km_exe_1_2Establish and implement procedures to capture and analyze data on resourcesconsumed during contract execution.

14� Copyright 2002, Carnegie Mellon UniversityLEVEL 3IDPracticeorg_over_1_3Define and communicate organizational objectives.org_over_5_3Define and communicate the roles, responsibilities, and authority of personnelin the organization.org_over_7_3Establish and implement procedures to capture and analyze performancemeasures.org_over_10_3Establish and implement procedures to periodically review the organization�sperformance.org_over_12_3Establish and implement procedures to manage client relationships.org_over_14_3Establish and implement procedures to manage risks across clientengagements.org_over_16_3Make improvements based on reviews of organizational performance.org_pre_1_3Establish guidelines for negotiations with current or prospective clients.org_exe_2_3Identify cultural attributes that impact the service and implement actions toachieve a cultural fit.ppl_over_2_3Identify the workforce competencies needed to achieve organizationalobjectives.ppl_over_5_3Establish and implement procedures to plan and deliver training.ppl_over_8_3Establish and implement a policy to provide personnel with opportunities forcareer development.ppl_over_9_3Establish and implement a policy on the participation of personnel in decisionsthat affect their work commitments.ppl_over_10_3Establish and implement procedures to appraise individual and teamperformance.ppl_over_11_3Establish and implement a reward program that encourages the achievementof organizational objectives.ppl_over_3_3Develop the workforce competencies needed to achieve organizationalobjectives.ppl_pre_1_3Assign a team to understand the prospective client�s requirements andposition the organization�s capabilities.ops_over_6_3Establish and implement procedures to prevent reoccurrence of identifiedproblems.ops_exe_1_3Establish and implement procedures to design and deploy the service to meetclient requirements.ops_exe_6_3Establish and implement procedures to respond to potential failures in thedelivery of service.ops_exe_13_3Establish and implement procedures to review and verify the service design.

� Copyright 2002, Carnegie Mellon University1ops_post_2_3Establish and implement procedures to ensure the continuity of service duringcontract completion.tech_exe_2_3Optimize the overall performance of the technology infrastructure needed todeliver all services.km_over_3_3Establish and implement a knowledge system to identify, control anddisseminate information.km_over_4_3Analyze and use knowledge gained from client engagements.km_over_5_3Identify and reuse work products.km_over_6_3Analyze competencies used and developed throughout the outsourcingprocess.km_over_7_3Analyze and use knowledge about clients and end-users.km_over_8_3Analyze and use feedback from clients and other stakeholders throughout theoutsourcing process.km_over_9_3Analyze the perceptions that current and prospective clients have about theorganization and its services.km_pre_1_3Analyze and use market information about prospective clients.

14� Copyright 2002, Carnegie Mellon UniversityLEVEL 4IDPracticeorg_over_6_4Establish and implement programs to achieve organizational objectives.org_over_8_4Define capability baselines for the organization by analyzing performancedata.org_over_9_4Benchmark organizational performance against comparative data fromexternal and internal sources.org_over_11_4Establish and implement procedures to verify whether organizationalprograms are being executed as planned.org_over_15_4Proactively identify value creation opportunities and communicate them to theclient.ppl_over_1_4Establish and implement a policy to encourage and support innovation andentrepreneurship across the organization.ppl_over_13_4Analyze the effectiveness of the training in achieving its intended objectives.ops_over_7_4Proactively identify potential problems and implement actions to preclude theiroccurrence.tech_over_5_4Establish and implement procedures to proactively identify and introduceappropriate technology.km_over_1_4Establish and implement a policy to share knowledge among stakeholders.km_post_1_4Establish and implement procedures to transfer to the client, during contractcompletion, the knowledge gained from the specific client engagement.

� Copyright 2002, Carnegie Mellon University1Practices listed by PhaseOverallIDPracticeorg_over_1_3Define and communicate organizational objectives.org_over_2_2Establish and implement policies on security, confidentiality and protection ofintellectual property.org_over_3_2Establish and implement a policy on risk management.org_over_4_2Identify and provide adequate resources for performing service-related andsupport activities.org_over_5_3Define and communicate the roles, responsibilities, and authority of personnel inthe organization.org_over_6_4Establish and implement programs to achieve organizational objectives.org_over_7_3Establish and implement procedures to capture and analyze performancemeasures.org_over_8_4Define capability baselines for the organization by analyzing performance data.org_over_9_4Benchmark organizational performance against comparative data from externaland internal sources.org_over_10_3Establish and implement procedures to periodically review the organization�sperformance.org_over_11_4Establish and implement procedures to verify whether organizational programsare being executed as planned.org_over_12_3Establish and implement procedures to manage client relationships.org_over_13_2Establish and implement disaster recovery procedures.org_over_14_3Establish and implement procedures to manage risks across clientengagements.org_over_15_4Proactively identify value creation opportunities and communicate them to theclient.org_over_16_3Make improvements based on reviews of organizational performance.ppl_over_1_4Establish and implement a policy to encourage and support innovation andentrepreneurship across the organization.ppl_over_2_3Identify the workforce competencies needed to achieve organizationalobjectives.ppl_over_3_3Develop the workforce competencies needed to achieve organizationalobjectives.ppl_over_4_2Assign roles and responsibilities to personnel based on appropriate personnelcompetencies.ppl_over_5_3Establish and implement procedures to plan and deliver training.ppl_over_6_2Meet identified personnel competency needs by providing training.ppl_over_7_2Establish and maintain a work environment that enables personnel to workeffectively.

14� Copyright 2002, Carnegie Mellon Universityeffectively.ppl_over_8_3Establish and implement a policy to provide personnel with opportunities forcareer development.ppl_over_9_3Establish and implement a policy on the participation of personnel in decisionsthat affect their work commitments.ppl_over_10_3Establish and implement procedures to appraise individual and teamperformance.ppl_over_11_3Establish and implement a reward program that encourages the achievement oforganizational objectives.ppl_over_12_2Assign a team to interact with the client.ppl_over_13_4Analyze the effectiveness of the training in achieving its intended objectives.ops_over_1_2Define and communicate engagement objectives.ops_over_2_2Establish and implement procedures to measure and verify that process andservice commitments are satisfied.ops_over_3_2Establish and implement procedures to select subcontractors and vendors basedon their ability to meet identified requirements.ops_over_4_2Monitor the performance of subcontractors and vendors against theircommitments, and take appropriate action.ops_over_5_2Establish and implement procedures to document interactions with clients.ops_over_6_3Establish and implement procedures to prevent reoccurrence of identifiedproblems.ops_over_7_4Proactively identify potential problems and implement actions to preclude theiroccurrence.ops_over_8_2Establish and implement procedures to meet security and confidentialityrequirements.ops_over_9_2Establish and implement procedures to protect the intellectual property ofstakeholders, as appropriate.ops_over_10_2Establish and implement procedures to comply with statutory and regulatoryrequirements.tech_over_1_2Establish and implement procedures to acquire, deploy, and upgradetechnology.tech_over_2_2Establish and implement procedures to manage the security of the technologyinfrastructure.tech_over_3_2Establish and implement procedures to track and control changes in thetechnology infrastructure.tech_over_4_2Establish and implement procedures to manage technology licenses.tech_over_5_4Establish and implement procedures to proactively identify and introduceappropriate technology.km_over_1_4Establish and implement a policy to share knowledge among stakeholders.km_over_2_2Identify, control, and provide the information required to perform service-relatedand support activities.

� Copyright 2002, Carnegie Mellon University1km_over_3_3Establish and implement a knowledge system to identify, control anddisseminate information.km_over_4_3Analyze and use knowledge gained from client engagements.km_over_5_3Identify and reuse work products.km_over_6_3Analyze competencies used and developed throughout the outsourcing process.km_over_7_3Analyze and use knowledge about clients and end-users.km_over_8_3Analyze and use feedback from clients and other stakeholders throughout theoutsourcing process.km_over_9_3Analyze the perceptions that current and prospective clients have about theorganization and its services.Precontractorg_pre_1_3Establish guidelines for negotiations with current or prospective clients.org_pre_2_2Establish guidelines for pricing services.org_pre_3_2Establish and implement procedures to create and amend contracts.ppl_pre_1_3Assign a team to understand the prospective client�s requirements and positionthe organization�s capabilities.ppl_pre_2_2Assign a team to negotiate with clients.ops_pre_1_2Establish and implement procedures to gather a client�s requirements.ops_pre_2_2Prior to committing to the prospective client, review requirements and ensurethat the organization can meet them.ops_pre_3_2Establish and implement procedures to respond to the requirements of aprospective client.ops_pre_4_2Prior to and during negotiation, identify topics requiring client agreement.ops_pre_5_2Define the roles and responsibilities of the organization and the client withrespect to the proposed contract.km_pre_1_3Analyze and use market information about prospective clients.Contract Executionorg_exe_1_2Establish and implement procedures to communicate the client’s requirementsfrom the client interaction team to the service design and deployment team.org_exe_2_3Identify cultural attributes that impact the service and implement actions toachieve a cultural fit.org_exe_3_2Identify, assess and manage risks specific to executing the contract.ppl_exe_1_2Assign a team to design and deploy the service according to client requirements.

14� Copyright 2002, Carnegie Mellon Universityppl_exe_2_2Establish and implement procedures to manage the transfer of personnel andskills from the client during transition and contract execution.ops_exe_1_3Establish and implement procedures to design and deploy the service to meetclient requirements.ops_exe_2_2Develop a plan to design and deploy the service.ops_exe_3_2Track service design and deployment activities against the plan at designatedintervals.ops_exe_4_2Develop the service specification.ops_exe_5_2Design the service based on the service specification.ops_exe_6_3Establish and implement procedures to respond to potential failures in thedelivery of service.ops_exe_7_2Establish and implement procedures to obtain feedback from the client on thedesigned service, and to incorporate necessary changes.ops_exe_8_2Establish and implement procedures to verify and account for resourcestransferred from the client to the organization.ops_exe_9_2Establish and implement procedures to monitor service quality based on thequality specification, and take corrective action as appropriate.ops_exe_10_2Establish and implement procedures to apply version control and change controlto the service components.ops_exe_11_2Establish and implement procedures to make modifications to services.ops_exe_12_2Establish and implement procedures to train clients and end-users, asappropriate.ops_exe_13_3Establish and implement procedures to review and verify the service design.ops_exe_14_2Deploy the service based on the design.ops_exe_15_2Plan and deliver the service according to the service design.ops_exe_16_2Track the service delivery activities against the delivery plan, and take correctiveaction as appropriate.tech_exe_1_2Establish and implement procedures to integrate an organization�s technologyinfrastructure with that of the client, as appropriate.tech_exe_2_3Optimize the overall performance of the technology infrastructure needed todeliver all services.km_exe_1_2Establish and implement procedures to capture and analyze data on resourcesconsumed during contract execution.

� Copyright 2002, Carnegie Mellon University1Postcontractppl_post_1_2Establish and implement procedures to manage the transfer of personnel andskills to the client during contract completion.ops_post_1_2Establish and implement procedures to hand over resources during contractcompletion.ops_post_2_3Establish and implement procedures to ensure the continuity of service duringcontract completion.ops_post_3_2Obtain and analyze client feedback during contract completion.km_post_1_4Establish and implement procedures to transfer to the client, during contractcompletion, the knowledge gained from the specific client engagement.

14� Copyright 2002, Carnegie Mellon University

� Copyright 2002, Carnegie Mellon University1

ChangeOld IDNew IDNew WordingChanged levelsOrg_Over_1org_over_1_3Define and communicate organizationalobjectives.Major wordingchangeOrg_Over_11org_over_2_2Establish and implement policies on security,confidentiality and protection of intellectualproperty.Changed levelsOrg_Over_10org_over_3_2Establish and implement a policy on riskmanagement.Changed levelsOrg_Over_6org_over_4_2Identify and provide adequate resources forperforming service-related and support activities.NoneOrg_Over_2org_over_5_3Define and communicate the roles,responsibilities, and authority of personnel in theorganization.Small wordingchangeOrg_Over_3org_over_6_4Establish and implement programs to achieveorganizational objectives.Changedelement; Smallwording changeKM_Over_1org_over_7_3Establish and implement procedures to captureand analyze performance measures.ChangedelementKM_Over_2org_over_8_4Define capability baselines for the organizationby analyzing performance data.Changedelement; Smallwording changeKM_Over_4org_over_9_4Benchmark organizational performance againstcomparative data from external and internalsources.Small wordingchangeOrg_Over_4org_over_10_3Establish and implement procedures toperiodically review the organization’sperformance.Small wordingchangeOrg_Over_12org_over_11_4Establish and implement procedures to verifywhether organizational programs are beingexecuted as planned.Small wordingchange;Changed levelsOrg_Over_7org_over_12_3Establish and implement procedures to manageclient relationships.Changedelement; Smallwording changeTech_Over_5org_over_13_2Establish and implement disaster recoveryprocedures.Major wordingchange;Changed phaseOrg_Exe_3org_over_14_3Establish and implement procedures to managerisks across client engagements.

14� Copyright 2002, Carnegie Mellon UniversityChangeOld IDNew IDNew WordingNew practice˚org_over_15_4Proactively identify value creation opportunitiesand communicate them to the client.Deleted due tooverlapKM_Exe_1org_over_15_4Changed level;Small wordingchangeOrg_Over_5org_over_16_3Make improvements based on reviews oforganizational performance.Small wordingchangeOrg_Pre_1org_pre_1_3Establish guidelines for negotiations with currentor prospective clients.Small wordingchange;Changed phase;ChangedelementOrg_Pre_2org_pre_2_2Establish guidelines for pricing services.Small wordingchangeOrg_Pre_3org_pre_3_2Establish and implement procedures to createand amend contracts.Small wordingchangeOrg_Exe_1org_exe_1_2Establish and implement procedures tocommunicate the client’s requirements from theclient interaction team to the service design anddeployment team.Small wordingchangeOrg_Exe_2org_exe_2_3Identify cultural attributes that impact the serviceand implement actions to achieve a cultural fit.Changed phase;Changedelement; Smallwording changeOps_Pre_2org_exe_3_2Identify, assess and manage risks specific toexecuting the contract.Major wordingchangePpl_Over_11ppl_over_1_4Establish and implement a policy to encourageand support innovation and entrepreneurshipacross the organization.Small wordingchangePpl_Over_1ppl_over_2_3Identify the workforce competencies needed toachieve organizational objectives.Small wordingchangePpl_Over_2ppl_over_3_3Develop the workforce competencies needed toachieve organizational objectives.Major wordingchangePpl_Over_3ppl_over_4_2Assign roles and responsibilities to personnelbased on personnel competencies.Deleted due tooverlapPpl_Exe_2ppl_over_4_2˚New practice˚ppl_over_5_3Establish and implement procedures to plan anddeliver training.Major wordingchangePpl_Over_4ppl_over_6_2Meet identified personnel competency needs byproviding training.˚NonePpl_Over_6ppl_over_7_2Establish and maintain a work environment thatenables personnel to work effectively.

� Copyright 2002, Carnegie Mellon University1ChangeOld IDNew IDNew WordingChanged levels;Small wordingchangePpl_Over_7ppl_over_8_3Establish and implement a policy to providepersonnel with opportunities for careerdevelopment.Major wordingchangePpl_Over_8ppl_over_9_3Establish and implement a policy on theparticipation of personnel in decisions that affecttheir work commitments.Small wordingchangePpl_Over_13ppl_over_10_3Establish and implement procedures to appraiseindividual and team performance.Small wordingchangePpl_Over_9ppl_over_11_3Establish and implement a reward program thatencourages the achievement of organizationalobjectives.New practice˚ppl_over_12_2Assign a team to interact with the client.Small wordingchange;Changed levelPpl_Over_5ppl_over_13_4Analyze the effectiveness of the training inachieving its intended objectives.Changed levels;Small wordingchangePpl_Pre_1ppl_pre_1_3Assign a team to understand the prospectiveclient’s requirements and position theorganization’s capabilities.Small wordingchangePpl_Pre_2ppl_pre_2_2Assign a team to negotiate with clients.Small wordingchangePpl_Exe_1ppl_exe_1_2Assign a team to design and deploy the serviceaccording to client requirements.New practice˚ppl_exe_2_2Establish and implement procedures to managethe transfer of personnel and skills from the clientduring transition and contract execution.Major wordingchangePpl_Post_1ppl_post_1_2Establish and implement procedures to managethe transfer of personnel and skills to the clientduring contract completion.New practice˚ops_over_1_2Define and communicate engagement objectives.Changed levels;Small wordingchange;ChangedelementOrg_Over_13ops_over_2_2Establish and implement procedures to measureand verify that process and service commitmentsare satisfied.Small wordingchangeOps_Over_1ops_over_3_2Establish and implement procedures to selectsubcontractors and vendors based on their abilityto meet identified requirements.Deleted due tooverlapOps_Exe_4ops_over_3_2NoneOps_Over_2ops_over_4_2Monitor the performance of subcontractors andvendors against their commitments, and takeappropriate action.Small wordingchangeOps_Over_3ops_over_5_2Establish and implement procedures todocument interactions with clients.

14� Copyright 2002, Carnegie Mellon UniversityChangeOld IDNew IDNew WordingSmall wordingchangeOps_Over_4ops_over_6_3Establish and implement procedures to preventreoccurrence of identified problems.Small wordingchangeOps_Over_5ops_over_7_4Proactively identify potential problems andimplement actions to preclude their occurrence.Major wordingchangeOps_Over_6ops_over_8_2Establish and implement procedures to meetsecurity and confidentiality requirements.New practice˚ops_over_9_2Establish and implement procedures to protectthe intellectual property of stakeholders, asappropriate.Changed phase,Small wordingchangeOps_Pre_3ops_over_10_2Establish and implement procedures to complywith statutory and regulatory requirements.Small wordingchangeOps_Pre_1ops_pre_1_2Establish and implement procedures to gather aclient’s requirements.Major wordingchangeOps_Pre_5ops_pre_2_2Prior to committing to the prospective client,review requirements and ensure that theorganization can meet them.Small wordingchangeOps_Pre_6ops_pre_3_2Establish and implement procedures to respondto the requirements of a prospective client.Major wordingchangeOps_Pre_7ops_pre_4_2Prior to and during negotiation, identify topicsrequiring client agreement.Small wordingchangeOps_Pre_4ops_pre_5_2Define the roles and responsibilities of theorganization and the client with respect to theproposed contract.NoneOps_Exe_1ops_exe_1_3Establish and implement procedures to designand deploy the service to meet clientrequirements.Small wordingchangeOps_Exe_3ops_exe_2_2Develop a plan to design and deploy the service.Changed orderOps_Exe_6ops_exe_3_2Track service design and deployment activitiesagainst the plan at designated intervals.Small wordingchangeOps_Exe_2ops_exe_4_2Develop the service specification.Split intomultiplepracticesOps_Exe_5ops_exe_5_2Design the service based on the servicespecification.Merged intonew, combinedpracticeOps_Exe_8ops_exe_5_2˚Merged intonew, combinedpracticeOps_Exe_7ops_exe_5_2˚Major wordingchangeOps_Exe_9ops_exe_6_3Establish and implement procedures to respondto potential failures in the delivery of service.

� Copyright 2002, Carnegie Mellon University1ChangeOld IDNew IDNew WordingSmall wordingchangeOps_Exe_11ops_exe_7_2Establish and implement procedures to obtainfeedback from the client on the designed service,and to incorporate necessary changes.NoneOps_Exe_13ops_exe_8_2Establish and implement procedures to verify andaccount for resources transferred from the clientto the organization.Merged intonew, combinedpractice; Majorwording changeOps_Exe_16ops_exe_9_2Establish and implement procedures to monitorservice quality based on the quality specification,and take corrective action as appropriate.Merged intonew, combinedpracticeOps_Exe_17ops_exe_9_2˚Major wordingchangeOps_Exe_19ops_exe_10_2Establish and implement procedures to applyversion control and change control to the servicecomponents.Small wordingchangeOps_Exe_20ops_exe_11_2Establish and implement procedures to makemodifications to services.Small wordingchangeOps_Exe_21ops_exe_12_2Establish and implement procedures to trainclients and end-users, as appropriate.Merged intonew, combinedpracticeOps_Exe_10ops_exe_13_3Establish and implement procedures to reviewand verify the service design.Merged intonew, combinedpracticeOps_Exe_12ops_exe_13_3Split intomultiplepractices˚Ops_Exe_5ops_exe_14_2Deploy the service based on the design.Major wordingchangeOps_Exe_14ops_exe_15_2Plan and deliver the service according to theservice design.Small wordingchangeOps_Exe_15ops_exe_16_2Track the service delivery activities against thedelivery plan, and take corrective action asappropriate.Small wordingchangeOps_Post_1ops_post_1_2Establish and implement procedures to handover resources during contract completion.Deleted due tooverlapTech_Post_1ops_post_1_2Changedelement; Smallwording changeOrg_Post_1ops_post_2_3Establish and implement procedures to ensurethe continuity of service during contractcompletion.Small wordingchangeOps_Post_2ops_post_3_2Obtain and analyze client feedback duringcontract completion.

14� Copyright 2002, Carnegie Mellon UniversityChangeOld IDNew IDNew WordingChanged order;Small wordingchangeTech_Over_3tech_over_1_2Establish and implement procedures to acquire,deploy, and upgrade technology.Deleted due tooverlapTech_Pre_1tech_over_1_2NoneTech_Over_2tech_over_2_2Establish and implement procedures to managethe security of the technology infrastructure.Changed orderTech_Over_1tech_over_3_2Establish and implement procedures to track andcontrol changes in the technology infrastructure.Changed phase;Small wordingchangeTech_Pre_2tech_over_4_2Establish and implement procedures to managetechnology licenses.Deleted due tooverlapPpl_Over_12tech_over_4_4˚Small wordingchangeTech_Over_4tech_over_5_4Establish and implement procedures toproactively identify and introduce appropriatetechnology.NoneTech_Exe_1tech_exe_1_2Establish and implement procedures to integratean organization’s technology infrastructure withthat of the client, as appropriate.Small wordingchangeTech_Exe_2tech_exe_2_3Optimize the overall performance of thetechnology infrastructure needed to deliver allservices.Small wordingchangeKM_Over_8km_over_1_4Establish and implement a policy to shareknowledge among stakeholders.Major wordingchangeKM_Over_5km_over_2_2Identify, control, and provide the informationrequired to perform service-related and supportactivities.New practicekm_over_3_3Establish and implement a knowledge system toidentify, control and provide information.Deleted due tooverlapKM_Pre_1km_over_3_3Small wordingchangeKM_Over_6km_over_4_3Analyze and use knowledge gained from clientengagements.Major wordingchangeKM_Over_7km_over_5_3Identify and reuse work products.Changed phase;Small wordingchangeKM_Exe_2km_over_6_3Analyze competencies used and developedthroughout the outsourcing process.Changedelement; Majorwording changeOrg_Over_9km_over_7_3Analyze and use knowledge about clients andend-users.

� Copyright 2002, Carnegie Mellon University1ChangeOld IDNew IDNew WordingSmall wordingchange;Changed phase;ChangedelementOps_Exe_18km_over_8_3Analyze and use feedback from clients and otherstakeholders throughout the outsourcing process.Deleted due tooverlapOps_Post_3km_over_8_3Changedelement;Changed levelOrg_Over_8km_over_9_3Analyze the perceptions that current andprospective clients have about the organizationand its services.Small wordingchangeKM_Pre_2km_pre_1_3Analyze and use market information aboutprospective clients.NoneKM_Exe_3km_exe_1_2Establish and implement procedures to captureand analyze data on resources consumed duringcontract executionSmall wordingchangeKM_Post_1km_post_1_4Establish and implement procedures to transferto the client, during contract completion, theknowledge gained from the specific clientengagement.Removed fromthis version;planned forversion 2.0Ppl_Over_10˚Obtain feedback from personnel and use it fororganizational improvement.Deleted,covered bymultiplepracticesKM_Over_3˚Deleted,covered bymultiplepracticesKM_Over_9˚