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CMM and BPM
  Business Process Management has many parents and many 

children. One of its fathers was Watts Humphrey, whose 1989 
book, Managing the Software Process, led to the development of 
the Carnegie Mellon® Software Engineering Institute's (SEI) 
Capability Maturity Model® (CMM®) described in Paulk, Curtis, 
Chrisis, and Weber's 1993 SEI Technical Report, Capability 
Maturity Model® for Software, Version 1.1. (The US Department 
of Defense, concerned about software development projects that 
cost millions and failed to deliver effective applications, 
established the SEI in 1984 at Carnegie Mellon to improve the 
state of the practice of software engineering.) Humphrey and 
the others were definitely working within the broad tradition of 
Deming and the Quality Control movement. In essence, they 
postulated that one could predict the quality one might expect 
from a software development organization by studying the 
processes used by the software development organization. 

The original CMM for Software (SW-CMM) model became 
available in the early Nineties. Since then, individuals authorized 
by the SEI have been available to conduct assessments of 
software organizations, providing insight into the opportunities 
to improve the organization's software processes and assigning 
them a CMM Maturity Level ranging from Level 1 (Initial - 
software process is ad hoc) to Level 5 (Optimizing - continuous 
process improvement is enabled by quantitative feedback). Over 
the years, hundreds of software organizations have been 
evaluated. Most fall around Maturity Level 3, which means they 
have most of their processes defined, but don't systematically 
apply statistical management techniques to control or optimize 
their processes. A few organizations are famous for achieving a 
CMM Maturity Level 5 and produce nearly flawless software. 

Following the development of SW-CMM, researchers adapted the 
SW-CMM to be used for systems engineering, software 
acquisition, integrated process development, and people/human 
resources management.. In 2000, the SEI introduced CMMI 
(Capability Maturity Model Integration) Version 1.02 which was 
developed by a team of government, industry and academic 
experts. CMMI builds on and extends the best practices of the 
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SW-CMM, as well as incorporating the systems engineering (SE) 
discipline, the best practices of supplier sourcing (SS), and the 
principles of integrated product and process development 
(IPPD). Furthermore, based on research, CMMI updated the 
practices in the SW-CMM and added more engineering-related 
practices to the mix. 

The CMMI framework is being used for product and service 
development and maintenance in industries including software 
development, manufacturing, automotive, financial, business 
services, and aerospace. In addition, the CMMI framework has 
two representations from which an organization may choose: a 
staged approach (an organization is said to be at a particular 
stage) and a continuous approach (an organization is said to be 
at one stage for one attribute, and another stage for another 
attribute). The earlier SW-CMM version only offered a staged 
model. 

CMMI is being adopted more rapidly in government and industry 
than the SW-CMM and is expanding into acquisition/outsourcing 
and service delivery. Since its introduction, the SEI and its SEI 
Partner Network have trained over 40,000 individuals in its 
Introduction to CMMI course - more than twice the number of 
people who have attended the Introduction to SW-CMM course 
during the period from 1995 through today. By year's end 2005, 
over 1,000 CMMI assessments will have been conducted on six 
continents. In addition, the number of CMMI assessments 
conducted to date is seven times the number of SW-CMM 
assessments conducted over the past 12 years. 

For more information on CMM or CMMI, check articles and book 
reviews on BPTrends, or check www.sei.cmu.edu/cmmi. 

In a BPTrends Newsletter published on BPTrends in March of 
2004 titled Evaluating Your Company's BP Capability, I 
described how I have used a very informal version of CMM to 
provide organizations with a quick assessment of their BP 
maturity. I, like others, however, have found that the original 
CMM work is better suited for analyzing the maturity of 
software, or at least engineering projects, and less suited for 
many of the business processes that organizations are working 
on today. 

There have been several efforts to create new maturity models 
that move beyond CMM and are tailored for today's business 
process work. One is the Business Process Maturity Model 
(BPMM) developed by Drs. Bill Curtis and John Alden. They 
began their work at TeraQuest, a company that was recently 
acquired by Borland. (Dr. Curtis is now the Chief Process Officer 
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at Borland). Curtis and Alden see BPMM as a natural evolution of 
CMM, scaled and generalized so that it can be used to evaluate 
business processes that cross departmental lines and support 
entire enterprises. They have used their approach to provide 
analysis and advice to several large companies and used it 
recently in an APQC Business Process Management study to 
characterize the companies being benchmarked. 

For more information on the BPMM model check with Dr. John 
Alden at johnwalden@borland.com. 

Another effort has been led by Dr. Michael Rosemann at the 
Business Process Management Research Group at Queensland 
University of Technology, in Australia. This group has been 
developing a Holistic Model for BPM Maturity. In essence, 
Rosemann and his team have extended the CMM model to three 
dimensions and seek to coordinate a wider range of variables in 
their characterizations of maturity. This model has been derived 
from a comprehensive study of related literature in the areas of 
maturity models and critical success factors of Business Process 
Management. The model has been applied in a number of case 
studies and the findings from these case studies motivated 
further revisions. The development of this BPM maturity model 
is the focus of the PhD research by Tonia de Bruin. 

For more information on the work of Michael Rosemann and 
Tonia de Bruin, see their BPTrends February 2005 White Paper, 
Application of a Holistic Model for Determining BPM Maturity, or 
check with m.rosemann@qut.edu.au. 

The Babson Process Management Research Center, led by Tom 
Davenport and Brad Power, are also working with a consortium 
of companies to develop a CMM assessment tool. The Babson 
group merged a model they had been developing with 
Rosemann's model. The teams at Babson and QUT have been 
working together to create a global open standard Process 
Management Competency Assessment. In essence, they are 
focusing on a matrix with CMM levels on one axis and Six 
Critical Success Factors (Strategic Alignment, Culture and 
Leadership, People, Governance, Methods, and IT) on the other 
axis. It is designed to be applied at an enterprise level, but can 
be used at any level in an organization, however, it doesn't 
include any "best practices" for specific processes. This effort 
has been underway for two years and has been applied at 
several large organizations. They are currently developing a 
more rigorous level of assessment methodology, which will 
include a detailed questionnaire, semi-structured interview 
protocols and evaluations of related documents (e.g. process 
models, job profiles). A tool, which will support the entire 
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assessment process, is currently under development. 

For information about the research project underway at Babson 
College, check with Brad Power, Executive Director of the 
Process Management Research Center at bpower@babson.edu. 

All of these efforts, and undoubtedly others that I don't know 
about, seek to provide tools and methodologies companies can 
use to characterize how they currently manage processes and to 
suggest steps companies can take to improve their 
performance. These assessments range from a few thousand 
dollars for a "quickie" evaluation by an individual consultant, to 
over $100 thousand for a very detailed assessment by a 
certified team. Maturity modeling isn't the right approach for 
everyone, but many companies have found these assessments 
can serve as a way to rally their organization and focus 
everyone's attention on a specific process management 
improvement effort. Others use assessments to establish 
milestones and then re-evaluate in subsequent years to 
determine their improvement and maintain their focus. It's a 
tool that many companies have found very useful. 

'Til next time, 

Paul Harmon 
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