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1.
  SCOPE

The National Center for Environmental Prediction/Climate Prediction Center (NCEP/CPC) , in conjunction with the Systems Acquisition Office/Systems Engineering (SAO/SE) within NOAA, and the Software Engineering Institute (SEI), is conducting a pilot study to define and document operational procedures performed within the organization.  The goal of this effort is to identify the operational procedures performed by a scientist each month and to document these functions.  This documentation will be reviewed with the scientist to determine if certain tasks could be performed by a technician, thereby providing the scientist more time to conduct research.  In addition, selected process definitions will also become a documented resource for the Center.

Since this is a pilot project, those persons included in the study will also be asked to evaluate the methodology, training, documentation, and the final products.  Based on the results, a decision will be made as to whether the effort should continue.  The study is expected to begin in June 1996, and will take approximately four months to complete.

2.
 PURPOSE OF PLAN

The purpose of this plan is to define the activities required for conducting the pilot, the roles and responsibilities of participants, the schedule for completion and the final products.

3.
  GOALS

The goals of CPC process definition effort are to:

· Provide a better understanding of all of the processes being done within CPC;

· Identify and document procedures which may be done by a technician vs. scientist, to increase the time available for research;

· Train members of CPC to do process definition; and

· Create documented procedures which could be used by technicians to perform specific tasks.

The goals of the pilot are to:

· Document the operational procedures of selected processes within CPC;

· Identify strengths and weakness in the process;

· Increase the process definition knowledge-base within CPC;

· Evaluate to process for documenting the procedures; and

· Evaluate the overall value of the process definition process to CPC.

4.
ROLES AND RESPONSIBILITIES

A Descriptive Modeling Team (DMT) will be created to include members of NCEP/CPC, SAO/SE and SEI.  This team will be responsible for all of the activities related to this effort.

4.1.
National Center for Environmental Prediction/Climate Prediction Center (NCEP/CPC) 

NCEP/CPC will provide the lead for the effort.  The CPC will identify those processes which will be documented, support the training effort of a new team member, prepare the initial functional template and draft interview questions based on the previous pilot, lead the documentation effort for the scientific process, review and evaluate interim and final products.  Scientists within CPC will also provide the procedural information required to complete this task and CPC management will make the final decision on whether to continue this activity beyond the pilot.

4.2.
Systems Acquisition Office/Systems Engineering (SAO/SE)

The Systems Acquisition Office Systems Engineering Staff (SAO/SE) will coordinate all activities with SEI, develop the plan for this activity, assist in the development of product templates, support the training effort of the new team member, participate in the documentation process and review products.

4.3. 
Software Engineering Institute

The Software Engineering Institute (SEI) will provide the technical expertise in the area of process definition.  They will provide guidance to the Government in techniques for training the new team member, will monitor the Government team in doing the process definition pilot and will provide feedback on performance.

5.
PROCESS DEFINITION ACTIVITIES

5.1.
PLANNING

5.1.1.
Define the Product

Defining the product is a Process Definition start-up activity and is the key for all other planning activities.  The DMT has worked with management to define both the process to be documented and the final products.  For this pilot project, the process to be documented is the process for the operation of the Climate Analysis Data Base, and the final product will be a process guide which includes both graphical representations and written documentation of the process.  The document will address the overall process, and then it will provide an in-depth discussion of each activity within the process.  

5.1.2. 
Plan the Project

This document is the plan for this project.  The activities, estimated resources and schedule are a result of discussions with members of the DMT who have worked on prior process definition activities within CPC.

5.2.
COMMITMENT

The success of this effort is dependent on the commitment of CPC management, as well as participants in the study.  It is also important that all personnel within CPC be informed of the effort so that there is no misunderstanding regarding its intent.  Therefore, the Director of CPC will send a memorandum to all employees which describes the effort and identifies his commitment to the effort.  A CPC participant of the DMT will be identified as a point of contact for any further information.  In addition, if there are issues and questions generated from the memorandum, a briefing will be set up to be conducted during branch meetings.

During the pilot, the CPC team member will lead the effort to update managers as to the status of the pilot.  Managers will receive written updates and will be briefed at each iterative phase of the analysis by members of the DMT.  In addition, the results of this effort will be made available to all managers and participants, and if successful, this information will be shared within all CPC personnel as the first step in obtaining participant buy‑in for future activities.  It will be critical that DMT members participate and be supportive through the effort.

5.3.
PROCESS FAMILIARIZATION

During this activity, members of the DMT  will be briefed on the roles, responsibilities and functions of CPC.  The team will also review plans, and other documentation.

5.4.
TRAINING

There are three phases of the training effort: overview training, data collection training, and process guide development training.   The overview training includes defining process definition concepts and a description of the activities that will take place as part of the process definition and modeling activities.  The data collection training includes interviewing techniques, interview preparation and documenting the model.  Process guide training includes the “how to” of preparing a process guide.

The training sessions will be conducted as “just in time” training, that is as close in time to the appropriate activity as as possible.

5.5
INTERVIEW PREPARATION

Based on input from CPC, the DMT will create a template to be used during the interviewing process.  The template is based on specific CPC functions and will be used as the basis for the interviewing process. The template includes identifying who is involved in the process, the work products and the activities which take place to create a product.  In addition, a schedule is created for the process of interview and analysis activities, and DMT roles and responsibilities for the interview process are defined.

5.6.
INTERVIEWING

The interviewing process consists of  two components, conducting the interview and verifying the existing model.  This two step iterative process is necessary to reach the level of detail and analysis to obtain enough information to document the selected meteorological process.   The DMT conducts a interview to describe the process to the interviewee, gather data to establish the interviewee’s role in the meteorological process and document the essential process elements for each activity.  The primary purpose of this activity is to understand how the process is actually being performed and secondarily to identify strengths and weaknesses in the process.  The DMT

analyzes and documents the information in the form of a model.  Based on this model, another interview is done to gain an additional level of understanding of the process, and this information is analyzed.   These two steps are repeated, as well as the Model Development activity defined below, until there is agreement between the DMT and the interviewee that all information about the process has been captured. 

5.7.
MODEL DEVELOPMENT

Based on the data received during the interview, an initial analysis is conducted.  The data reviewed for completeness, consistency and significance.  Initial findings, issues, and assumptions are documented.  This information includes three products: a draft graphical model or flowchart of the process, ETVX diagrams, and unanswered questions resulting from the analysis. This information is then placed in an electronic format, and used as the basis for the next interview session, if required.

After each analyses, the interviewee will verify and validate the model to ensure that it is a correct representation of the process.  Some of the criteria for this activity include identifying missing or incorrect representations, ensuring each activity has inputs and outputs, as well as identifying when the activity occurs.  

5.8
PROCESS GUIDE CONSTRUCTION

As a result of the interview and analysis activities, a process description will be developed which will define the selected CPC process.  The level of detail will be driven by the goal to create procedures which can be used by a technician.  This process description will include both graphical and textual information and will become the final product.  The product will be evaluated based on the evaluation criteria identified for the pilot.

5.9
 PILOT EVALUATION

The success criteria established for the pilot are:

The DMT will determine whether the process for creating the final product is repeatable within CPC;

· A technician will be able to understand the final product and use the specified procedures within the documented meteorological process to do a task;

· The scientist will confirm that the procedures are valid and will be able to identify strengths and weakness in his/her process for further consideration; and

· Managers will see the final product as a valued resource to the CPC.

Based on these criteria, the DMT will solicit and review feedback regarding the quality and accuracy of the product, quality and efficiency of the process definition process, additional time for scientist, and usefulness of the process definition process and the final product.  Since this is a pilot, the evaluation will include the managers and scientists that have been directly involved in the process.

6.0
PROCESS DEFINITION SCHEDULE

Planning Meeting
April 10, 1997

Draft Project Plan Completed
April 18,1997

Draft Project Plan Review
April 25,1997

Final Project Plan Completed
May 2, 1997  

Commitment Activities Complete
May 9,1997

Familiarization

May 9, 1997

Overview Training 

May 9, 1997

Data Collection Training
May 14, 1997

Process Guide Training
May 14, 1997

(does not include Infomap Training)

Interview Preparation/First Interview
May 15, 1997

Initial Analysis

May 15, 1997

Initial Model Construction Completed
May 22, 1997

Second Interview

June 4, 1997 

Second Analysis 

June 4, 1997

Model Construction and Material Rework
June 11,1997

Third Interview

June 18,1997

Third Analysis

June 18, 1997

Model Completion

June 25, 1997

Develop Draft Process Guide
July 25, 1997

Review Draft Process Guide
July 30, 1997

Revise Draft Process Guide
August 4, 1997

Test Process Guide

August 6, 1997

Project Evaluation Meeting
August 7, 1997

Project Evaluation Completed
August 20, 1997

Develop Final Process Guide
August 20, 1997

Wrap-up and Evaluation 
TBD

