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MEASUREMENT DRIVEN PROCESS IMPROVEMENT PROGRAM

Marilyn Oifer
Jet Propulsion Laboratory

of the design andThis presentation will provide a step-by-step description
implementation of a process improvement program established by the
Multimission Ground Systems Office (MGSO) at the Jet Propulsion Laboratory.
The program training approach and content are described. Also addressed are
the results of the program.

The three main components of the MGSO process improvement program are:

1. A written management policy that officially established the program.
2. A more visible role by the MGSO Manager in support of process improvement

and measurement.
3. Hands-on training for MGSO teams.

Below is a summary of the steps that were taken to establish and implement this
program:

●

●

●

●

●

●

●

The MGSO Manager chartered the Measurement Steering Committee to
provide the needed framework for process improvement and measurement.
The Committee surveyed the MGSO community to establish a baseline of the
situation. Results showed that the majority of the community were not using
process improvement or measurement and that the main reasons were lack of
both training and managers’ support.
The Policy was written and widely distributed to MGSO personnel.
The Committee researched how to approach training. It was decided that:

● Training would be developed and taught in-house by MGSO personnel
● Training would be team oriented
. Teams would bring a real process to the course to actually improve
. Training would be just-in-time: teach a litt[e/do a little

The training was structured into six training classes. Between each class,
trainee teams would apply concepts taught in class to their process.
Details of the course content will be provided in the presentation.
One volunteer team was selected for the pilot and they were trained.
Training has been expanded to other teams and individuals.

The pilot was very successful. Upon completion of the training, the team had
reduced their cycle time from 25 days to less that two days and they are saving
about $15,000 per process cycle. The pilot team spawned two new process
improvement teams outside of our training activity, We are now training
additional MGSO teams as well as teams from other organizations. The training
content and format is continually being improved based on lessons learned.
Slowly, employee attitudes about process improvement and measurement are
changing.
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The major obstacles that we have dealt with along the way include:

Q

●

●

●

●

●

Management’s inexperience with getting a program like this off the ground

Lack of in-house training expertise
Resistance from personnel and managers
Difficulty getting trainees to stay motivated
Limited personnel dedicated to this task
An overall morale problem due to downsizing and outsourcing

We have learned many lessons along the way. Some of the more important
ones are:

●

●

●

●

●

●

Management support and involvement are absolutely essential to the success
of this kind of program.
A process improvement program is most effective when linked to the real
goals and objectives of the organization.
Resistance to change and inertia are very powerful forces that can cripple new
programs,
Process improvement and measurement are not intuitive activities that just
happen. Time, resources and training must be committed.
When starting a new program, involve forward thinkers who are motivated.
Avoid resistors if possible.
Adequate resources including dedicated personnel should be allocated to
keep a program like this moving.

We are building on the work that we have accomplished. We are continuing to
train additional teams and to advertise our successes. We see a definite need to
get management more involved in this activity. Bottom up change is slow,
difficult and probably not possible. We are also hoping to work with
management to align our processes with the organization’s goals and objectives
so that our process improvement activities can be properly prioritized,
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