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Practice 8 Individual development activities are tracked against personal develop-
ment plans. 

1. Those responsible for career discussions periodically review individual performance against 
personal development plans with each individual. 

2. Progress against the personal development plan is discussed during periodic performance 
management, development, or career discussion sessions. 

3. The impact and results of development opportunities completed are discussed to see whether 
adjustments to career objectives or individual development objectives need to be made. 

4. When progress deviates significantly from the personal development plan, potential correc-
tive actions are evaluated. 

Examples of corrective actions include the following: 

• Revising the schedule of planned development activities 

• Changing the development activities 

• Revising the career objectives or individual development objectives 

• Ensuring that development time is built into the individual’s schedule 

5. Individuals ensure that organizational competency records concerning their knowledge, 
skills, and process abilities are updated whenever they have completed significant develop-
ment events or experiences. 

Refer to Practices 6, 7 and 8 of the Competency Analysis process area for information regarding 
the organization’s workforce competency information repository. 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and perform-
ance of Career Development activities within each unit. 

Examples of measurements include the following: 

• Time and resources spent in defining and updating graduated career opportunities 

• Staff effort spent in career development activities 

• Frequency and timeliness of career discussions 

• Amount of training identified in development plans 

• Number of career development plans documented 

• Progress against personal development plans 

• Number of applications for promotion or candidates considered for promotion 

• Resources and effort spent on promotions 

• Timeliness of promotion actions 

• Number of promotions and rejections, and rationale 

• Percent of workforce undergoing promotion consideration 

• Rate of providing career development training 

 

Measurement 2 Unit measures of Career Development status are collected and aggre-
gated at the organizational level. 

1. A historical database of Career Development data is maintained. 
2. Career Development data are periodically analyzed to determine trends. 

 

Measurement 3 Measurements are made and used to determine the effectiveness of Ca-
reer Development activities. 

Examples of measures of the effectiveness of Career Development activities include the follow-
ing: 

• Ability to attract or retain people in a workforce competency 

• Number of people at different graduated career levels compared to organizational needs 

• Rate at which people are progressing through graduated career levels 

• Capability and demonstrated performance of people at different graduated career levels 
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Verifying Implementation 

Verification 1 A responsible individual(s) verifies that Career Development activities are 
conducted according to the organization’s documented policies, practices, 
and procedures; and addresses noncompliance. 

These reviews verify that: 

1. Career Development activities comply with the organization’s policies and stated values. 
2. Career Development activities comply with relevant laws and regulations. 
3. Career Development activities are performed according to the organization’s documented 

practices and procedures. 
4. Career Development activities are performed according to the unit’s plans and selected 

methods. 
5. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the Career Development ac-
tivities, status, and results; and resolves issues. 

These reviews verify: 

1. Progress in career development across the workforce against the business needs of the or-
ganization. 

2. Progress in performing Career Development activities. 
3. Results from reviews of Career Development practices and activities. 

Refer to Verification 1 for information regarding reviews of Career Development activities to en-
sure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 

4. Status of resolution of noncompliance issues. 
5. Trends related to career options and growth. 
6. Effectiveness of Career Development activities in achieving planned results. 
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Competency-Based Practices 

A process area at Maturity Level 3: Defined 

Purpose 

The purpose of Competency-Based Practices is to ensure that all workforce practices are based in 
part on developing the competencies of the workforce. 

Description 

The practices established through performing the activities of process areas at the Managed Level 
need to be adjusted to support the organization’s focus on developing workforce competencies. 
Workforce activities that had focused primarily on unit concerns at the Managed Level are re-
oriented by adjusting them to include concerns that are strategic to shaping the organization’s 
workforce and the workforce competencies needed in the workforce. As a result of incorporating 
an organizational orientation in the performance of workforce activities, the performance of ac-
tivities should become more consistent across units and should better support the development 
and retention of those workforce competencies that the organization needs 

The organization’s workforce activities are performed by deploying a defined, consistent set of 
workforce practices that can be tailored for use with different workforce competencies. These 
Competency-Based Practices may also be further tailored for implementation in various units or 
geographic locations. 

Both the organization and its units adjust recruiting practices to satisfy requirements for work-
force competencies identified in the strategic workforce plan. The organization works with poten-
tial sources of qualified candidates to improve the application rate for individuals with aptitude in 
relevant workforce competencies. Selection methods are tailored to assess the knowledge, skills, 
and process abilities related to workforce competencies. Staffing decisions are based, in part, on 
capability in the relevant competencies that are involved both in the new position and in possible 
future positions. 

Units develop performance objectives for contributing to long-term development in workforce 
competencies. Individuals incorporate competency development into their performance objec-
tives. Periodic discussions of work performance include feedback on development and application 
of workforce competencies. 

The organization’s compensation strategy and practices are structured to motivate development in 
the organization’s workforce competencies. Adjustments to compensation are partly based on de-
veloping and applying workforce competencies. Recognition and rewards can be provided for 
outstanding development or application of workforce competencies. 
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Goals 

Goal 1 Workforce practices are focused on increasing the organization’s capabil-
ity in its workforce competencies. 

Goal 2 Workforce activities within units encourage and support individuals and 
workgroups in developing and applying the organization’s workforce com-
petencies. 

Goal 3 Compensation strategies and recognition and reward practices are de-
signed to encourage development and application of the organization’s 
workforce competencies. 

Goal 4 Competency-Based Practices are institutionalized to ensure they are per-
formed as defined organizational processes. 

 

Commitment to Perform 

Commitment 1 Relevant organizational policies promote increased capability in the or-
ganization’s workforce competencies. 

In deploying Competency-Based Practices as organizations mature, existing policies that were put 
in place at the Managed Level are typically revised to address issues relevant to the competency 
focus of the organization’s workforce practices at the Defined Level. 

Issues typically addressed in these policies include: 

1. Recruiting activities focus on the most likely sources of candidates with existing or potential 
capability in the organization’s workforce competencies. 

2. The organization’s workforce activities are tailored to motivate and develop the organiza-
tion’s workforce competencies. 

3. Selection activities are based, in part, on identifying candidates with the strongest capabili-
ties and potential in the organization’s workforce competencies. 

4. Performance management includes activities, criteria, and feedback designed to aid devel-
opment of individuals in the organization’s workforce competencies. 

5. Recognition and reward activities focus, in part, on motivating development and application 
of the organization’s workforce competencies. 

6. Compensation strategies focus, in part, on increasing the organization’s capability in its 
workforce competencies. 

7. Competency-based adjustments to policies, workforce practices, and workforce activities 
comply with relevant laws, regulations, and organizational policies. 

All competency-based adjustments to workforce practices are reviewed by a human resources, or 
other appropriate, professional to ensure their compliance with all applicable laws and regulations 
governing these practices, as well as the organization’s policies and stated values. 
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Commitment 2 An organizational role(s) is assigned responsibility for coordinating ad-
justments in workforce practices designed to increase the organization’s 
capability in its workforce competencies. 

Examples of individuals who might be assigned responsibility for coordinating adjustments in 
workforce practices include the following: 

• Members of the human resources function or other appropriate professionals 

• Members of the training or development functions 

• Organizational competency definition or competency management group 

 

Ability to Perform 

Ability 1 Within each unit, an individual(s) is assigned responsibility and authority 
for ensuring that workforce practices and activities are designed to moti-
vate individuals and workgroups to develop and apply workforce compe-
tencies. 

Ability 2 A responsible individual(s) coordinates the competency-based practices 
and activities for each workforce competency. 

Ability 3 Adequate resources are provided for ensuring that workforce practices 
and activities are designed to increase the organization’s capability in its 
workforce competencies. 

1. The workforce competencies of the organization have been analyzed, and the organization’s 
capability in these competencies is known. 

Refer to the Competency Analysis, Workforce Planning, and Competency Development process areas 
for practices that identify, plan for the development of, and develop the organization’s workforce 
competencies. 

2. Experienced individuals who have expertise in workforce practices are available for guiding 
adjustments that increase the organization’s capability in its workforce competencies. 

3. Resources for supporting workforce practices and activities that have been adjusted to in-
crease the organization’s capability in its workforce competencies are made available. 

Examples of resources that could be used to support adjusting workforce practices and activities 
include the following: 

• Information bases on recruiting sources 

• Selection guides and aides 

• Performance management forms and guides 

• Training materials 

• Compensation and reward guides 

• Career planning guides and tools 
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• Electronic availability of information concerning competency-based workforce practices 

• Other relevant workforce assets 

4. The strategic workforce plans of the organization and each unit’s planned workforce activi-
ties focus on increasing the capability of the organization in its workforce competencies. 

5. Funding to accomplish competency-based workforce practices and activities is made avail-
able. 

6. Adequate time is made available for performing competency-based workforce practices and 
activities. 

 

Ability 4 Those responsible for competency-based workforce activities develop the 
knowledge, skills, and process abilities needed to perform their responsi-
bilities. 

1. Individuals assigned responsibility for performing competency-based workforce activities 
receive training or orientation in the application of these practices. 

2. Individuals assigned responsibility for designing and adjusting competency-based workforce 
practices receive training in the knowledge and skills required for performing their responsi-
bilities. 

 

Ability 5 The practices and procedures for performing competency-based work-
force practices are defined and documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for Competency-Based Practices across the organiza-
tion ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing competency-based workforce practices are captured to sup-
port the future use and improvement of the organization’s practices. 
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Practices Performed 

Practice 1 Recruiting activities are planned and executed to satisfy the organization’s 
requirements for workforce competencies. 

1. Recruiting activities are tailored to satisfy organizational workforce competency objectives, 
in addition to the specific requirements of currently open positions. 

Refer to Practice 1 of the Workforce Planning process area for information regarding identifying 
the workforce needs of the organization. Refer to Practices 7, 8, and 9 of the Competency Analy-
sis process area for information regarding tracking the competencies of the workforce. 

2. The organization communicates its current and anticipated requirements for workforce com-
petencies to likely sources of qualified candidates. 

Refer to Practices 7, 8, and 9 of the Staffing process area for information regarding communica-
tion to internal and external sources of qualified candidates. 

3. The organization establishes relationships with external sources willing to develop qualified 
candidates with the knowledge and skills that match the organization’s current and antici-
pated competency requirements. 

Examples of possible aspects of relationships with sources of qualified candidates include the fol-
lowing: 

• Periodic recruiting trips 

• Financial support for teaching, research, or collaborative projects 

• Providing facilities or equipment in support of teaching or research 

• Summer or part-time employment for faculty or students 

• Internships 

• Sabbatical opportunities for faculty 

• Providing lecturers on a temporary or sabbatical basis 

• Frequent interaction with educational institutions to track the development of the most quali-
fied candidates 

• Career guidance to students 

• Involvement and support for professional or honorary societies 

• Support for professional meetings and conferences 

• Awards and other forms of recognition for outstanding students or professionals 
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Practice 2 Selection processes are enhanced to evaluate each candidate’s potential 
for contributing to organizational and unit objectives for capability in work-
force competencies. 

1. Descriptions of open positions: 

− incorporate information from relevant workforce competencies, 
− describe the level of capability required in each relevant workforce competency, and 
− describe how the open position relates to career development in relevant workforce 

competencies 
2. In addition to the specific requirements of an open position, selection criteria are enhanced to 

include: 

− current capability in relevant workforce competencies, 
− potential future capability in workforce competencies, and 
− evidence of interest in developing relevant workforce competencies. 

3. In addition to information about position-related knowledge and skills, selection processes 
are designed to produce information about each candidate’s capabilities in relevant work-
force competencies. 

 

Practice 3 Staffing decisions are made, in part, to achieve the competency develop-
ment objectives of the organization and the career objectives of qualified 
candidates. 

1. Competency information is used to identify internal candidates for open positions or special 
assignments. 

Managers, human resource professionals, or others responsible for career planning can use the 
organization’s competency information. Based on the organization’s policies regarding use of 
personal data, different levels of information may be available to different individuals or work-
groups. Support (manual or electronic) is provided for using competency information. 

2. Personal development plans and career objectives are used as input when selecting among 
candidates for open positions. 

The selection process, especially for positions beyond entry level, involves the review of the de-
velopment plans of qualified internal candidates to further develop, or broaden, their capabilities 
in the organization’s workforce competencies. Thus, the staffing process becomes one mechanism 
for increasing the organization’s capability in its workforce competencies. 

3. Staffing decisions consider career development objectives when an open position represents 
a graduated career opportunity in one or more workforce competencies. 

4. In addition to position responsibilities, candidates are evaluated for their potential to contrib-
ute to the organization’s current and future capability requirements in workforce competen-
cies. 

5. The demonstrated capability of candidates in relevant workforce competencies is incorpo-
rated into selection decisions. 
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6. The demonstrated capability of individuals in relevant workforce competencies is incorpo-
rated into workforce realignment or workforce reduction decisions. 

Refer to Practice 16 of the Staffing process area for information regarding workforce reduction 
and other outplacement activities. 

 

Practice 4 Transition activities provide orientation to workforce competencies. 
1. Orientation to new positions is designed to familiarize individuals with the competencies 

required to perform their work assignments. 
2. Orientation for individuals new to the organization is designed, in part, to inform them about 

the organization’s workforce competencies and career development options, including: 

− the knowledge, skills, and process abilities in competencies relevant to their work, 
− development activities, 
− career opportunities, and 
− competence-related workforce practices. 

 

Practice 5 Work assignments are designed, in part, to enhance personal and career 
development objectives. 

1. Work assignments are defined in consultation with individuals assigned responsibility for the 
work. 

2. Work assignments are defined in an agreement about the committed work that will be per-
formed in response to the requirements of the position being filled. 

3. To the extent possible, work assignments are designed to enhance: 

− the immediate development objectives in the individual’s personal development plan, 
− the individual’s growth in workforce competencies, and 
− the individual’s career objectives. 

4. The extent to which work assignments contribute to personal and career objectives is dis-
cussed during staffing, performance management, and related activities. 

 

Practice 6 Each unit documents performance objectives for developing workforce 
competencies. 

1. Each unit defines and documents performance objectives for: 

− developing the workforce competencies needed to perform its business activities, 
− contributing to the strategic competency development objectives of the organization, and 
− performing planned workforce activities that support these competence development ob-

jectives. 

Refer to Practice 3 of the Workforce Planning process area for information regarding identifying 
the establishment of competency development plans for selected workforce competencies. The 
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unit-level performance objectives for developing workforce competencies should support the ac-
complishment of the organization’s competency development plans, as well as the business needs 
of the unit. 

2. Relevant portions of the unit’s performance objectives for developing workforce competen-
cies are included in the individual performance objectives of each person who is responsible for 
performing the unit’s workforce activities. 

3. The unit’s performance objectives for developing competencies are allocated to the personal 
development plans of those whose competencies are to be developed. 

 

Practice 7 Each individual documents performance objectives for developing addi-
tional capability in the organization’s workforce competencies. 

1. Objectives for developing in relevant workforce competencies are included in each individ-
ual’s performance objectives. 

Example criteria to consider when selecting among workforce competencies to include in an indi-
vidual’s performance objectives include the following: 

• Relevance of the workforce competency to current assigned responsibilities 

• Relevance of the workforce competency to future business activities within the unit 

• Relevance of the workforce competency to the career development plans of the individual 

• Contribution to growth in the workforce competencies of the workgroup, unit, or organiza-
tion 

• Importance to the organization’s strategic requirements for workforce competencies 

2. Some of each individual’s performance objectives are drawn from their personal develop-
ment plans. 

Examples of performance objectives related to individual competency and career development 
include the following: 

• Increasing capability in one or more of the organization’s workforce competencies 

• Achieving limited capability in workforce competencies that supplement an individual’s 
primary competencies 

• Assisting other members of the unit or organization in increasing their capability in the or-
ganization’s workforce competencies 
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Practice 8 Ongoing discussions of work performance include feedback on an individ-
ual’s development and application of relevant workforce competencies. 

1. Those responsible for ongoing communication about an individual’s work performance pro-
vide feedback concerning: 

− evidence of growing capability in relevant workforce competencies, 
− current level of capability in relevant workforce competencies, and 
− ability to apply relevant workforce competencies for improving work performance, 

2. Individuals are encouraged to seek guidance from relevant sources on their development and 
application of workforce competencies. 

Examples of relevant sources of feedback on development and performance of competencies in-
clude the following: 

• Managers 

• Mentors or coaches 

• Trainers or performance experts 

• Senior professionals in the competency 

• Peers 

• Outside experts 

 

Practice 9 Each individual’s performance is assessed, in part, against the objectives 
of their personal development plan. 

1. Each individual’s success in accomplishing the objectives established in their personal devel-
opment plan is evaluated when providing formal performance feedback. 

2. Each individual’s work performance is evaluated to assess their level of capability in rele-
vant workforce competencies. 

3. The results of each individual’s work performance are evaluated to identify evidence of ca-
pability in workforce competencies not involved in his or her assigned responsibilities or 
performance criteria. 

Reasons for evaluating other workforce competencies include gathering information for guiding 
decisions about additional career options and development opportunities. 

4. Information about each individual’s capability in the organization’s workforce competencies 
is documented for use in: 

− planning their development activities and career options, 
− reviewing progress in accomplishing development objectives, and 
− identifying new, or revising existing, development objectives. 

Refer to Practice 9 of the Competency Analysis process area for information regarding updating 
competency information. 



 

268 | CMU/SEI-2009-TR-003 

 

Practice 10 The compensation strategy is established and maintained, in part, to in-
crease the organization’s capability in its workforce competencies. 

1. The compensation strategy is adjusted to achieve specific objectives in developing and ap-
plying the organization’s workforce competencies. 

Examples of competency objectives to be motivated by adjustments in the compensation strategy 
include the following: 

• Motivating growth in workforce competencies 

• Motivating the workforce to develop capability in scarce competencies 

• Maintaining equity in compensation among comparable capability levels across workforce 
competencies, and in relation to relevant labor markets 

• Attracting talent with knowledge and skills in the organization’s workforce competencies 

• Retaining talent in the organization’s workforce competencies 

• Motivating the use of workforce competencies to improve performance 

• Supporting others in developing and applying workforce competencies 

2. Compensation practices are adjusted as necessary to achieve the objectives of the compensa-
tion strategy. 

Examples of compensation practices that can be adjusted to support the organization’s compensa-
tion strategy include the following: 

• Creating salary bands across related workforce competencies for capability levels (e.g., tech-
nical associate, member of the technical staff [MTS], senior MTS, principal MTS, etc.) de-
fined relative to the knowledge, skills, and process abilities within each workforce compe-
tency 

• Tying some compensation actions to events (rather than position changes or calendar-based 
actions) indicating achievement of greater capability within a workforce competency (such 
as receipt of a degree or professional certification) 

• Factoring into a bonus or other variable-based pay the attainment or application of greater 
capability in relevant workforce competencies 

• Tying the level or availability of some benefits to developing and applying greater capability 
in relevant workforce competencies 

• Tying stock and other incentives to developing and applying greater capability in workforce 
competencies 

3. The effectiveness of the compensation strategy in improving the organization’s capability in 
its workforce competencies is: 

− periodically reviewed, 
− adjusted as necessary to support capability and performance objectives, and 
− revised as appropriate when intended competency development or performance results 

are not achieved. 
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Practice 11 Compensation practices are defined to support capability objectives within 
each workforce competency. 

Refer to Practice 2 of the Workforce Planning process area for information regarding establishing 
measurable capability objectives within each workforce competency. 

1. Within each workforce competency, compensation practices are evaluated for their current 
and anticipated impact on: 

− strategic capability and staffing goals in the competency, 
− ability to attract and retain people with required capabilities in the competency, 
− graduated career development and promotional opportunities within the competency, and 
− increasing the impact of capability in the competency on performance. 

2. Compensation practices are adjusted to support capability objectives in each workforce com-
petency. 

Examples of adjustments to compensation practices that support capability objectives include the 
following: 

• Compensation actions for recruiting selected candidates with needed competencies 

• Compensation adjustments based on availability of different competencies within the local or 
national labor markets 

• Compensation actions based on promotion through graduated career steps within a compe-
tency 

• Compensation actions for completing specific competency development activities such as 
courses, degrees, or professional certifications 

• Compensation actions for applying increased capability in a competency to improve per-
formance 

• Compensation actions for accomplishments in assisting the competency development of 
other individuals 

3. All adjustments to compensation practices that support capability objectives in a specific 
workforce competency must: 

− be aligned with objectives in the strategic workforce plan; 
− be consistent with the compensation policy, strategy, and related adjustments to organi-

zation-wide compensation practices; and 
− maintain equity among workforce competencies relative to their value to the organiza-

tion and availability in the marketplace. 
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Practice 12 Adjustments to compensation are partly determined by each individual’s 
development and application of relevant workforce competencies. 

1. Individuals’ development and application of relevant workforce competencies is factored 
into decisions concerning their compensation. 

Examples of competency-based factors affecting compensation decisions include the following: 

• Current capability in relevant workforce competencies 

• Development of capabilities in scarce competencies 

• Market value of their capability in their competencies 

• Successful completion of personal development plan objectives 

• Ability to translate capability in workforce competencies into performance at the individual, 
workgroup, unit, or organizational levels 

• Contribution in helping or mentoring others to improve in the organization’s workforce 
competencies 

2. The impact on compensation of developing and applying capability in relevant workforce 
competencies is discussed with each individual. 

3. Each individual’s compensation is reviewed to ensure it is: 

− consistent with the organization’s compensation policy and practices; 
− consistent with objectives documented in the organization’s strategic workforce plan, the 

unit’s planned workforce activities, and the individual’s personal development plan; 
− consistent with the individual’s capability in relevant workforce competencies; and 
− equitable with the compensation of other individuals possessing similar capabilities. 

4. Corrective actions are taken when an individual’s compensation is found to be inequitable or 
inconsistent with organizational policies, practices, objectives, or individual capability. 

 

Practice 13 Recognition and rewards for developing or applying workforce competen-
cies are provided, when appropriate, at the individual, workgroup, or unit 
levels. 

1. Policies are revised to include development and application of the organization’s workforce 
competencies as a basis for recognition or reward. 

2. The level of recognition or reward is equitable with regard to the level of capability devel-
oped or applied. 
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Practice 14 As the definition or requirements of its workforce competencies change, 
the organization re-evaluates its workforce policies and practices and ad-
justs them, as needed. 

Examples of adjustments to relevant policies and procedures as the competency requirements change 
to meet organizational needs and workforce plans include the following: 

• Adjustments to recruiting procedures to ensure selection of individuals who satisfy the or-
ganization’s requirements for necessary workforce competencies,  

• Adjustments to workforce reduction procedures to ensure retention of necessary workforce 
competencies and appropriate outplacement of individuals not retained in their current posi-
tions or within the organization. 

• Adjustments to compensation procedures to address recruiting and retention of targeted 
workforce competencies. 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and perform-
ance of workforce practices to increase capability in the organization’s 
workforce competencies. 

Examples of measurements include the following: 

• Amount of time spent in tailoring workforce policies, practices, and activities to support de-
veloping and applying the organization’s workforce competencies 

• Number of people involved in tailoring workforce activities to the organization’s workforce 
competencies 

• Rate of progress in tailoring the workforce activities to focus on the organization’s work-
force competencies 

 

Measurement 2 Measurements are made and used to determine how effectively compe-
tency-based workforce practices are increasing capability in the organiza-
tion’s workforce competencies. 

Examples of measurements of the effectiveness of competency-based workforce practices include 
the following: 

• Staff ratings of the effectiveness of competency-based workforce practices 

• Increased level of knowledge, skills, and process ability resulting from competency-based 
recruiting, selection, and performance management practices 

• Effectiveness of various competency development practices and activities in increasing the 
capability of individuals or workgroups in the organization’s workforce competencies 

• Increased level of motivation and retention resulting from competency-based career plan-
ning, compensation, and reward practices 

• Indicators of the organization’s increased efficiency or quality in performing competency-
based workforce activities 
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Verifying Implementation 

Verification 1 A responsible individual(s) verifies that competency-based workforce prac-
tices are conducted according to the organization’s documented policies, 
practices, procedures, and, where appropriate, plans; and addresses non-
compliance. 

These reviews verify that: 

1. Competency-based workforce practices and activities comply with the organization’s poli-
cies and stated values. 

2. All actions related to competency-based workforce practices and activities are periodically 
reviewed to ensure that they conform to documented policies. 

3. Competency-based workforce practices and activities comply with relevant laws and regula-
tions. 

4. Competency-based workforce practices and activities are performed according to the organi-
zation’s documented practices and procedures. 

5. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the activities implementing 
competency-based workforce practices, their status and results, and re-
solves issues. 

These reviews verify: 

1. The appropriateness of competency-based workforce activities at the organizational and unit 
levels. 

2. Progress in performing competency-based workforce activities. 
3. Results from reviews of competency-based workforce practices and activities. 

Refer to Verification 1 for information regarding reviews of Competency-Based Practices activi-
ties to ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 

4. Status of resolution of noncompliance issues. 
5. Trends related to competency-based workforce practices. 
6. Effectiveness of competency-based workforce practices and activities in achieving planned 

objectives in the organization’s workforce competencies. 
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Workgroup Development 

 A process area at Maturity Level 3: Defined 

Purpose 

The purpose of Workgroup Development is to organize work around competency-based process 
abilities. 

Description 

As used in the People CMM, a workgroup is a collection of people who work closely together on 
tasks that are highly interdependent to achieve shared objectives. A workgroup reports to a re-
sponsible individual who may be involved in managing its day to day activities. 

Responsible individuals analyze the work within a unit or set of related units to identify the de-
pendencies among tasks. Work can then be designed around workgroups that maximize the inter-
dependency of tasks within the workgroup and minimize dependencies with other workgroups. 

The organization defines common workgroup methods and procedures to be used in performing 
standard activities that occur in most groups, such as problem solving or holding meetings. The 
workgroup tailors these processes along with those from the workforce competencies represented 
in the workgroup into a process to be used in planning and performing its business activities. 
Workgroups tailor the defined roles that must be performed within its processes and assign them 
to workgroup members. 

Workgroup members work with each other to coordinate dependencies and ensure adequate flow 
of information. They also work on developing their workgroup skills and improve the work-
group’s effectiveness. When a workgroup shares dependencies with other workgroups or organ-
izational entities, it interacts with them to define interfaces to coordinate their activities and com-
mitments. 

A responsible individual ensures the workgroup develops documented performance objectives, 
and that these objectives are allocated to each of its members. Responsible individuals manage 
workgroup performance and track the status of work. When a workgroup’s business activities are 
complete, it is disbanded using an orderly process that preserves its assets, completes required 
workforce activities, and ensures appropriate work assignments for each of its departing members. 
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Goals 

Goal 1 Workgroups are established to optimize the performance of interdepend-
ent work. 

Goal 2 Workgroups tailor defined processes and roles for use in planning and per-
forming their work. 

Goal 3 Workgroup staffing activities focus on the assignment, development, and 
future deployment of the organization’s workforce competencies. 

Goal 4 Workgroup performance is managed against documented objectives for 
committed work. 

Goal 5 Workgroup Development practices are institutionalized to ensure they are 
performed as defined organizational processes. 

 

Commitment to Perform 

Commitment 1 The organization establishes and maintains a documented policy for con-
ducting Workgroup Development activities. 

Issues typically addressed in the policy include: 

1. Workgroup Development serves the business objectives and stated values of the organiza-
tion. 

2. Workgroup Development activities are planned within units and are included in the strategic 
workforce plan. 

3. Workgroups are organized to perform interdependent tasks that constitute some of the or-
ganization’s business activities. 

4. Procedures are defined, documented, and used for guiding the organization’s Workgroup 
Development activities. 

These procedures typically specify: 

− how work is analyzed and designed to expedite its performance in workgroups, 
− how workgroups are staffed, 
− how workgroups establish performance objectives and work commitments, 
− how workgroup skills are developed and maintained, 
− how workgroup performance is managed, and 
− how workgroups are dissolved, when appropriate. 

5. Workgroup Development practices and activities comply with relevant laws, regulations, and 
organizational policies. 

Human resources or other appropriate professionals are consulted to ensure that Workgroup De-
velopment activities comply with all relevant laws, regulations, and organizational policies. 
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Commitment 2 An organizational role(s) is assigned responsibility for coordinating Work-
group Development activities across the organization. 

 

Commitment 3 Workgroup Development activities are incorporated into the organization’s 
strategic workforce plan and the planned workforce activities within units. 
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Ability to Perform 

Ability 1 Within each unit, an individual(s) is assigned responsibility and authority 
for ensuring that members of the unit participate in Workgroup Develop-
ment activities, as appropriate. 

Ability 2 Adequate resources are provided for performing Workgroup Development 
activities. 

1. The organization’s workforce competencies are defined. 

Refer to Practices 3 and 5 of the Competency Analysis process area for a description of the prac-
tices that produce descriptions of the process abilities of each of the organization’s workforce 
competencies. 

2. Workforce competency descriptions and competency-based processes are available for use in 
Workgroup Development activities. 

Refer to the Competency Analysis process area regarding practices that produce descriptions of 
the organization’s workforce competencies and competency-based processes. 

3. Experienced individuals who have expertise relevant to Workgroup Development are made 
available for developing workgroups. 

Examples of individuals with expertise in Workgroup Development include the following: 

• Human resources or other appropriate professionals 

• Training or other development staff 

• Group trainers or facilitators 

• Quality or process improvement staff 

• Individuals from successful workgroups 

4. Resources for supporting Workgroup Development activities are made available. The re-
sources provided to workgroups should be: 

− selected for their support of the workgroup’s defined processes, 
− integrated into the defined processes and other work-related activities of the workgroup, 

and 
− consistent across dependent workgroups to the extent possible. 

Examples of resources to support Workgroup Development activities include the following: 

• Space for group meetings 

• Furniture and other physical resources for supporting workgroup meetings and activities 

• Voice and electronic communication equipment 

• Electronic access and tools for supporting virtual workgroups 

• Transportation in support of workgroup activities 

• Workgroup management tools and resources 
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• Workgroup planning and estimating tools 

• Tools for managing process and role definitions 

5. Funding to accomplish Workgroup Development activities is made available. 
6. Adequate time is made available for training and facilitation in workgroup skills. 

 

Ability 3 Responsible individual(s) to whom the members of a workgroup are ac-
countable develop the knowledge, skills, and process abilities needed to 
manage workgroups. 

Examples of relevant workgroup management skills in which responsible individuals might be 
trained include the following: 

• Establishing performance objectives for a workgroup’s committed work that are drawn from 
the unit’s performance objectives 

• Technical and competence-based aspects of the work assigned to a workgroup 

• Competency-based roles and processes 

• Procedures for estimating, planning, and tracking group work based on defined workgroup 
roles and processes 

• Methods for applying workforce activities, such as staffing, performance management, rec-
ognition and reward, and competency development, to workgroups 

• Methods for managing the performance of individuals within the workgroup context 

• Methods for coaching and facilitating workgroups 

 

Ability 4 Workgroup members receive appropriate guidance or training in work-
group skills. 

Examples of relevant workgroup skills may include the following: 

• Workgroup formation and member selection 

• Stages of workgroup development 

• Tailoring competency-based workgroup processes 

• Role and task definition 

• Group dynamics 

• Workgroup leadership and decision making 

• Establishing and managing workgroup performance objectives 

• Workgroup communication and coordination 

• Resolving workgroup problems and conflicts 

• Cross-training in various roles and responsibilities 
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Ability 5 The practices and procedures for performing Workgroup Development are 
defined and documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for coordinating Workgroup Development activi-
ties across the organization ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing Workgroup Development practices are captured to support the 
future use and improvement of the organization’s practices. 
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Practices Performed 

Practice 1 The committed work within a unit is analyzed to identify its process de-
pendencies. 

1. Those responsible for the performance of a unit analyze its committed work to identify the 
dependencies required to accomplish it. 

Examples of sources of dependencies in a unit’s committed work include the following: 

• Competency-based process abilities of those performing the work 

• Defined workflows and other processes within the organization 

• Dependencies shared with individuals or workgroups in other units 

• Work rules captured in automated systems 

• Knowledge of those performing the unit’s work 

2. The process dependencies within a unit’s committed work are documented. 

 

Practice 2 Committed work is structured to optimize the coordination and perform-
ance of interdependent work within workgroups. 

1. Committed work is organized and allocated to workgroups to: 

− ensure each workgroup performs a defined collection of interdependent tasks, 
− ensure no workgroup is assigned more work than it can accomplish, 
− optimize the gathering of task dependencies within a workgroup, 
− minimize task dependencies across workgroups, and 
− ensure coordination of task dependencies with workgroups in other units. 

2. Workgroups are organized to perform a defined collection of interdependent tasks. 
3. The committed work in a unit is periodically reevaluated to determine whether it continues 

to be allocated across workgroups in a way that optimizes the coordination and performance 
of interdependent work. 

 

Practice 3 Each workgroup is formed to perform a defined set of business activities 
and to accomplish defined objectives. 

Workgroups are frequently composed of people from a single unit. Even when contained within 
one unit, workgroups may occasionally include one or two members from other units who are 
required for specific tasks. However, workgroups can form outside unit boundaries with members 
from several units. When workgroup membership extends to several units, workgroup reporting 
and accountability must avoid creating conflicts between individual and workgroup reporting rela-
tionships. 

1. A responsible individual(s) organizes each workgroup to perform a set of defined business 
activities. 
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Refer to Practices 9 and 13 of this process area for information regarding how workgroup per-
formance objectives may be established and documented through the workgroup planning proc-
ess, and how the workgroup establishes performance objectives with the manager or supervisor to 
whom it reports. 

2. Each workgroup is chartered to perform a documented set of business activities and to ac-
complish defined objectives. 

Topics addressed in the charter for a workgroup typically include the following: 

• Workgroup purpose 

• Assigned business activities 

• Defined objectives 

• Detailed responsibilities, where applicable 

• Boundaries 

• Resources available 

• Identification of the individuals responsible for tracking and managing workgroup perform-
ance. 

3. Each workgroup’s assigned business activities and objectives are periodically reviewed to 
ensure: 

− the activity of the workgroup remains aligned with its chartered business activities and 
objectives, 

− the workgroup’s business activities and objectives remain aligned with the organization’s 
objectives, and 

− corrective action is taken to address misalignments. 

 

Practice 4 Methods and procedures for performing common workgroup functions are 
defined and maintained for use by workgroups. 

Although workgroups will differ in the competencies composing them and the responsibilities 
they are assigned, they nevertheless perform some common activities for which the organization 
can provide common methods and procedures. Examples of common workgroup functions per-
formed by workgroups include the following: 

• Negotiating work commitments 

• Maintaining awareness of the status and progress of work commitments 

• Brainstorming 

• Problem-solving 

• Resolving conflicts 

1. Methods, procedures, and tailoring guidelines for performing common workgroup functions 
are established and maintained. 
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Examples of artifacts to be maintained to support common workgroup methods and procedures 
include the following: 

• Method or procedure definitions 

• Templates and forms 

• Tailoring guidelines for use in adapting the methods and procedures for use in different types 
of workgroups 

• Sample artifacts produced in applying the methods and procedures 

• Materials for training the methods and procedures 

• Case studies of how the methods and procedures have been applied 

2. Information regarding defined workgroup methods and procedures is communicated and 
made available. 

Examples of mechanisms for communicating defined workgroup methods and procedures and 
making them available include the following: 

• Intranet or other electronic means 

• Manuals 

• Workgroup facilitators 

3. Defined workgroup methods and procedures are periodically reviewed and revised to ensure 
the best workgroup practices continue to be propagated throughout the organization. 

 

Practice 5 The competencies required to perform a workgroup’s business activities 
are identified. 

1. Before a workgroup is formed, the workforce competencies needed to perform the work-
group’s business activities are identified. 

2. The workforce competencies required to perform the workgroup’s business activities are 
documented and made available for use in staffing, performance management, training, and 
other workforce activities related to the workgroup. 

3. The workforce competencies included in a workgroup are reevaluated whenever the proc-
esses, technologies, products, or services associated with a workgroup are significantly rede-
fined. 
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Practice 6 Staffing processes are performed to ensure that workgroups are staffed 
with individuals whose competencies match those needed to perform the 
workgroup’s business activities. 

1. Individuals to whom workgroups report incorporate workforce competency information into 
workgroup staffing processes. 

Examples of workforce competency-related information to be incorporated into a workgroup’s 
position descriptions, selection processes, and criteria for evaluating candidates include the fol-
lowing: 

• Workforce competencies related to the business activities assigned to the workgroup 

• Ability to work in a group environment 

• Ability to coordinate with individuals possessing other workforce competencies 

• Ability to fulfill a specific role responsibility in the workgroup, such as team leader or inter-
group liaison 

• Ability to acquire additional competency related to the workgroup’s business activities 

• Contribution to the individual’s competency development and career objectives 

2. When appropriate, workgroup members are involved in recruiting candidates with appropri-
ate workforce competencies for open positions. 

Typically, workgroup members are involved in staffing processes and decisions. Examples of oc-
casions when workgroup members may not be involved in staffing processes and decisions in-
clude the following: 

• When management is initially assigning a set of individuals to form a workgroup 

• When an individual is being assigned to perform a temporary role in the workgroup 

• When an individual with a unique competency is being assigned by another group to fill a 
specific competency-based role in the workgroup, such as finance or quality assurance 

3. When appropriate, workgroup members are involved in executing a selection process for 
evaluating the competencies and other qualifications of candidates for open positions in the 
workgroup. 

Examples of non-competency-related information that may be incorporated into workgroup selec-
tion processes and decisions include the following: 

• Existing work load and time available to fulfill workgroup responsibilities 

• Anticipated fit with other members of the workgroup 

• Other organizational staffing goals 

4. When appropriate, workgroup members are involved in selection decisions. 
5. The workgroup is involved in orienting new members to the workgroup’s processes, com-

mitments, and other members. 
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Practice 7 Workgroups tailor competency-based processes for performing their busi-
ness activities. 

In order to improve coordination within a workgroup beyond what can be achieved solely through 
good interpersonal skills, a workgroup must define a set of operating processes for coordinating 
their work. Frequently, workgroups are composed of members from a single workforce compe-
tency (e.g., a software development team, a sales team, or a financial audit team), and individual 
members fill roles typically structured by the process abilities defined within their competency. 

At the Defined Level, workgroup processes typically revolve around the process abilities within 
workforce competencies, and occasionally require coordinated interfaces between processes per-
formed by individuals from different competencies. 

However, individuals from a different competency are occasionally assigned to fill a role in a 
workgroup. In such cases, members from a different competency often fulfill “staff” functions 
affiliated with the workgroup rather than functioning as integral members. For instance, a finance 
specialist managing the budget for a product development project plays a role primarily defined 
by their competency in finance. How they perform most of their processes within the workgroup 
is defined by the process abilities of their competency in finance. In performing their role, they 
coordinate their financial activities with the rest of the workgroup based on dependencies in the 
product development process for financial information or actions. 

1. Workgroup members sharing a common workforce competency jointly: 

− analyze the workgroup’s assigned responsibilities to determine activities and results for 
which they will most likely be accountable, 

− compare competency-based processes from their workforce competency to the activities 
and results for which they will most likely be accountable, 

− select among the alternatives and tailor competency-based processes to best support the 
workgroup’s performance, 

− document the competency-based processes to be used in supporting the workgroup’s 
performance and any tailoring required to make the processes more fit for use, and 

− periodically review the tailored competency-based processes to ensure they continue to 
support workgroup performance and take corrective action where concerns are detected. 

When workgroup members are from different workforce competencies, individuals from each 
competency select and tailor processes from their workforce competency for use in guiding their 
contributions to the workgroup. Thus, the different members of a workgroup may be following 
different competency-based processes in performing their work. Each member follows the compe-
tency-based processes associated with their workforce competency. 

2. When a workgroup is composed of members from different workforce competencies, they 
should: 

− review and agree on the competency-based processes being employed by members from 
each competency, and 
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− mutually define interfaces between their competency-based processes for coordinating 
work dependencies. 

3. The workgroup documents its operating processes which include: 

A workgroup’s operating processes at the Defined Level are composed from the collection of 
tailored competency-based processes and common workgroup methods and procedures selected 
for use within the workgroup. A workgroup’s operating processes are used for: 

• Guiding the activities of workgroup members 

• Orienting new workgroup members 

• Understanding and evaluating the process performance of the workgroup 

− the competency-based processes tailored by members of the workgroup from their work-
force competencies, 

− mutually defined interfaces between competency-based processes, and 
− choices among common workgroup methods and procedures defined by the organization 

for performing common workgroup functions. 

 

Practice 8 Roles for performing the workgroup’s operating processes are defined and 
allocated to individuals. 

When a workgroup method, procedure, or a competency-based process is too large to be per-
formed by a single individual, it must be divided into work packages called roles. A role is a de-
fined set of work tasks, dependencies, and responsibilities that can be assigned to an individual as 
a work package. A role describes a collection of tasks that constitute one component of a proce-
dure or process, whereas an assignment consists of one or more roles whose performance consti-
tutes an individual’s committed work. A role is distinguished from an individual’s assignment 
within the workgroup, which consists of performing one or more roles. 

1. The roles necessary to perform the tailored competency-based processes or common work-
group methods and procedures required to accomplish a workgroup’s business activities are 
defined. 

Descriptions of predefined roles are often incorporated into definitions of competency-based or 
common workgroup methods and procedures. For competency-based processes, process elements 
are gathered into clusters of related tasks that can be assigned as a role to one or more individuals 
possessing the competency. Roles defined in common workgroup methods and procedures can be 
assigned to any member of the workgroup trained to perform the tasks composing the role. Indi-
viduals may perform more than one role as part of their contribution to the workgroup. 

If roles are not defined within competency-based or common workgroup methods and procedures, 
then the elements of these processes must be organized into defined roles. Roles may be specific 
to competency-based processes or to common workgroup methods and procedures, or may be a 
combination of both. As the organization learns more about how these roles evolve in work-
groups, it may incorporate them into the definitions of competency-based or common workgroup 
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methods and procedures. Well-defined roles can be reused by other workgroups when performing 
similar processes. 

When some tasks required to accomplish the workgroup’s committed objectives are not defined in 
competency-based or common workgroup methods and procedures, then they must be organized 
and allocated among workgroup members as individual roles. 

2. Defined roles are tailored for use within the context of the workgroup’s business activities. 

Examples of activities through which role descriptions are tailored and elaborated for use include 
the following: 

• Tailoring competency-based processes 

• Tailoring common workgroup methods and procedures 

• Workgroup planning 

• Defining workgroup or individual performance objectives 

• Reviewing individual or workgroup performance 

• Performing process analyses 

• Coordinating activities among workgroup members 
3. A responsible individual(s) allocates roles among members of the workgroup. 

The individual to whom a workgroup reports is responsible for ensuring that its roles are defined 
and assigned appropriately. However, responsible managers can delegate this responsibility to 
another individual, such as a team leader or workgroup facilitator, or to the workgroup itself. In-
dividuals should only be allocated roles they can be expected to accomplish within the limits of 
their competency and available effort. Examples of reasons behind role assignments to individuals 
may include the following: 

• Competency or experience in the tasks assigned to the role 

• Balancing of work across individuals 

• Cross-training in the workgroup’s business activities 

• Competency or career development 
4. Each workgroup member’s assignment is documented as the combination of roles allocated 

to them. 

Example forms in which assignments may be documented include the following: 

• Position descriptions 

• Workgroup planning documents 

• Agreements for coordinating work dependencies 

• Performance objectives for committed work 
5. A responsible individual(s) periodically analyzes the performance of workgroups to ensure 

that no individual is overloaded with roles. 
6. A responsible individual(s) periodically analyzes the performance of workgroups to ensure 

defined roles are not overloaded with tasks. 
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Practice 9 Workgroup activities and commitments are planned. 
1. Workgroups plan how they will accomplish the business activities assigned to them. 

Workgroup planning typically addresses: 

− performance commitments, 
− competency-based processes and common workgroup methods and procedures tailored 

for use by the workgroup, 
− roles to be performed, 
− work dependencies within the workgroup, or with other workgroups or organizational 

entities, 
− descriptions of work products or services, 
− schedules and budgets, 
− resources required, 
− how risks will be identified and handled, 
− measures of process performance, and 
− necessary management and support activities. 

Examples of information from which a workgroup’s plans can be developed include the follow-
ing: 

• Assigned responsibilities 

• Descriptions of products or services 

• Descriptions of competency-based processes or common workgroup methods  
and procedures 

• Work breakdown structures 

• Previously constructed plans by workgroups assigned similar responsibilities 

• Historical data on workgroup and task performance 
2. Members of the workgroup agree to: 

− their individual commitments to the workgroup, and 
− the workgroup’s commitments to other workgroups, its own unit, or other entities in the 

organization, and 

When members of a workgroup individually or collectively do not believe they can accomplish 
the business activities assigned to them within the parameters (e.g., time, budget, quality, etc) 
specified, they must negotiate work responsibilities until they arrive at commitments they believe 
they can meet. 

− changes to individual or workgroup commitments. 

These commitments serve as the basis for establishing measurable performance objectives for the 
workgroup. Refer to Practice 13 for information regarding establishing the workgroup’s perform-
ance objectives and tracking and managing workgroup performance against these objectives. 
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3. A workgroup’s plan is reviewed to ensure: 

− it satisfies the responsibilities assigned to the workgroup, 
− the commitments are achievable, 
− the workgroup’s dependencies with other entities in the organization are coordinated, 
− workloads are balanced across the workgroup, and 
− no individual’s performance commitments to the workgroup are in jeopardy because of 

work commitments to this or other workgroups or organizational entities. 
4. Workgroup plans are documented. 

Examples of how a workgroup’s plan can be documented include the following: 

• As a separate workgroup plan 

• As a component of a project or unit plan 

• As performance objectives at the individual, workgroup, or unit levels 

• As a component of a documented workflow 

• As a contribution to the work of a unit or higher organizational entity 

 

Practice 10 Workgroup members establish mechanisms for communicating informa-
tion and coordinating dependencies among roles. 

1. Workgroup members identify the dependencies among their role responsibilities. 
2. Workgroup members agree on how they will coordinate work processes and products to sat-

isfy their dependencies, and these agreements are documented during such activities as: 

− the tailoring of competency-based or common workgroup methods and procedures to 
create the workgroup’s operating processes, 

− workgroup planning, or 
− the definition and allocation of roles. 

3. When subsets of workgroup members are using different competency-based processes, they 
define interfaces between roles in different competencies to ensure the coordination neces-
sary for meeting the workgroup’s performance objectives. 

4. Workgroups define methods for coordinating the flow of information required by the work-
group’s operating processes and role responsibilities. 

5. Workgroups determine the frequency with which meetings are needed to share information, 
maintain coordination, and track status. 

6. Workgroup members ensure they have a common understanding of the terms and representa-
tions they use in communicating. 

7. Workgroup members coordinate with each other to ensure that gaps or other problems in 
their workgroup’s operating processes are handled. 

8. Workgroups periodically review their performance to identify and correct problems such as: 

− breakdowns in communication and coordination of dependencies, 
− breakdowns, gaps, or inefficiencies in defined processes, 
− overloaded role responsibilities, or 
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− workload imbalances across individuals. 

Practice 11 Skills needed to perform jointly as a workgroup using the workgroup’s op-
erating processes are developed. 

This practice focuses on development needs specific to the workgroup in such areas as the work-
group’s operating processes, the organization’s common workgroup methods and procedures, 
workgroup dynamics, workflow, coordination, and competency-based processes defined or tai-
lored at the workgroup level. 

Refer to the Competency Development process area for information focused on individual devel-
opment in the organization’s workforce competencies and to Practice 7 of the Communication and 
Coordination process area for information regarding individuals’ development of interpersonal 
communication skills. 

Examples of the responsible individual(s) who interacts with the workgroup to manage the work-
group’s development needs include the following: 

• The individual to whom the workgroup reports 

• An individual from the training or development function 

• An expert in workgroup or team development 

• An individual from the human resources function or other appropriate professionals 
1. As the workgroup is initiated, a responsible individual identifies any needs for training and 

development, based on: 

− individual workgroup members’ capability to perform the workgroup’s operating proc-
esses, 

− the specific tailoring of competency-based or common workgroup methods and proce-
dures for use within the workgroup as the workgroup’s operating processes, and 

− the roles that individuals have been assigned to fulfill. 
2. A responsible individual analyzes the workgroup’s performance to determine its develop-

ment needs. 

Factors to evaluate in analyzing workgroup performance may include the following: 

• Workgroup performance against objective performance criteria 

• How the work is organized and carried out by the workgroup 

• Peer reviews by people external to the workgroup 

• Workgroup self-evaluation 

• Appropriate quality and productivity metrics 

• Skill development needs for existing workgroup members (both individual competency de-
velopment needs and needs for development of workgroup knowledge, skills, and process 
abilities) 

• Performance improvement against baselines 

• The contribution of the workgroup to the performance of the unit and the organization 
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3. Working with a responsible individual, the workgroup documents a plan for its development 
activities that includes: 

− development objectives for the workgroup, 
− specific development actions to achieve these objectives, 
− the schedule for performing the unit’s Workgroup Development activities, and 
− development activities that support the organization’s strategic workforce plan. 

4. The workgroup performs its development activities. 
5. A responsible individual(s): 

− reviews the accomplishment of the workgroup’s development activities and the impact 
of these development activities on workgroup behavior and performance, 

− documents completed development activities, and 
− recommends corrective action when development activities do not achieve their intended 

objectives. 

 

Practice 12 Workgroups that share dependencies define interfaces through which their 
activities and commitments are coordinated. 

1. Workgroups identify the dependencies they share with other workgroups or organizational 
entities. 

2. Dependent workgroups or their representatives interact to: 

− plan activities that satisfy their dependencies, 
− review and agree to their mutual commitments, 
− raise and resolve issues in their work, 
− coordinate their activities as necessary, 
− jointly monitor progress toward satisfying dependencies, 
− take corrective action as necessary when dependencies are in jeopardy, and 
− improve conditions and processes that affect their mutual work. 

3. Problems or issues that cannot be resolved among dependent workgroups are handled ac-
cording to a documented procedure. 

Unresolved issues can be raised to management, submitted to an arbitration group, or addressed 
by a documented method that is appropriate to the type of issue and is approved by management. 
Examples of intergroup issues include the following: 

• Incompatible schedules 

• Poorly synchronized processes 

• Different rates of progress 

• Technical issues 

• Risks 

• Quality problems 

• Unplanned dependencies 
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Practice 13 A responsible individual(s) tracks and manages workgroup performance. 

Managing workgroup performance is separate from managing the performance of individual 
workgroup members. In practice, many of the activities for managing the performance of indi-
viduals and of workgroups may occur in close temporal proximity and may be performed by the 
same individual. However, workgroups need performance feedback on their performance as 
workgroups, on their coordination, and on their collective actions; rather than on their individual 
performance. This practice supplements, but does not replace, the Performance Management prac-
tices and Competency-Based Practices performed for individuals. 

1. The workgroup establishes performance objectives with the manager or supervisor to whom 
it reports. 

Refer to Practice 9 for information regarding how these workgroup performance objectives may 
be established and documented through the workgroup planning process. 

2. Responsible individuals ensure that: 

− each individual’s performance objectives are aligned with the performance objectives of 
the workgroup, 

− personal development plans do not conflict with the performance objectives of the 
workgroup, and 

− the workgroup’s performance objectives are aligned with those of other workgroups or 
organizational entities with which it shares dependencies. 

3. The individual to whom the workgroup reports maintains an awareness of its performance. 

Examples of means to maintain awareness of workgroup performance may include the following: 

− Tracking performance against plan 
− Reviewing performance data 
− Reviewing measures of process performance 
− Maintaining awareness of technical issues and decisions 
− Reviewing risks to performance 
− Attending status review meetings 
− Reviewing individual or workgroup progress reports 
− Contacting customers of the workgroup’s products or services 
− Contacting other workgroups with which it shares dependencies 

4. The individual to whom the workgroup reports maintains ongoing communication with the 
workgroup about its performance. 

Ongoing communication about workgroup performance involves more than just formal progress 
review meetings, but should also consist of informal discussions of workgroup performance with 
some or all members. When conducted with individual members of the workgroup, a mix of indi-
vidual and workgroup performance can be discussed. Other examples of mechanisms for main-
taining ongoing communication with individuals within the workgroup and with the workgroup 
include the following: 
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• Management by walking around (MBWA) 

• Workgroup staff meetings 

• Frequent informal meetings 

• Ongoing interactions with individuals and groups 
5. A responsible individual(s) facilitates the workgroup in evaluating the individual and collec-

tive performance of its members. 

This responsible individual may be the individual to whom the workgroup reports or may be 
someone outside the group with expertise in workgroup development. 

6. When workgroups share work dependencies, their mutual performance is tracked and man-
aged by an individual(s) with responsibility for their collective performance. 

An example of a mechanism to track performance when workgroups share work dependencies is 
to hold status reviews of coordinated intergroup performance. When held, these status reviews of 
coordinated intergroup performance typically: 

• Involve all affected groups or stakeholders 

• Review technical, cost, staffing, and schedule performance against workgroup plans 

• Identify corrective actions, if necessary 

• Review coordination of dependencies between groups 

• Address conflicts and issues not resolvable at lower levels 

• Review and manage risks 

• Ensure that action items are assigned, reviewed, and tracked to closure 

• Are terminated by a summary report from each meeting which is prepared and distributed to 
all affected groups 

7. Responsible individuals ensure that workgroups have the information they need to perform 
their committed work. 

8. The individual to whom the workgroup reports periodically provides formal feedback to the 
workgroup about its performance according to a documented procedure. 

The workgroup and the individual to whom they report develop an agreement as to the method 
and schedule by which formal feedback is provided. Examples of vehicles through which formal 
feedback can be provided to workgroups include the following: 

• Formal progress reviews 

• 360° review by stakeholders in the workgroup performance 

• Workgroup performance reviews scheduled separately from progress reviews 
9. The individual to whom the workgroup reports works with the workgroup to discuss and 

resolve problems. 

Examples of problems to be resolved include the following: 

• Resource allocation issues 
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• Internal workgroup conflicts 

• Breakdowns in coordination with other workgroups or units 

• Overloaded assignments 

• Conflicting priorities 
10. When problems occur in workgroup performance, a responsible individual works with the 

workgroup to: 

− accurately describe the performance problem, 
− identify the causes of the performance problem, 
− decide on corrective action, 
− manage individual performance problems that contribute to problems in workgroup per-

formance, 
− track the workgroup’s implementation of corrective action, 
− provide continuing feedback on progress in correcting the performance problem, and 
− take further actions if workgroup performance does not improve. 

11. Outstanding workgroup performance is recognized or rewarded. 
12. Adjustments to each individual’s compensation are based, in part, on their contribution to 

workgroup performance. 

 

Practice 14 Workgroups are disbanded through an orderly performance of workforce 
activities. 

1. Workgroups are made aware of the conditions under which their business activities are 
deemed to be complete. 

2. A responsible individual discusses future assignments with each member of a disbanding 
workgroup. 

3. When possible, future assignments are determined before a workgroup is disbanded. 
4. Decisions about future assignments incorporate inputs concerning: 

− personal development plans, 
− competency development needs and activities, 
− career development issues, 
− competency needs of other workgroups or organizational entities, 
− transfer of knowledge, skills, or process abilities to other individuals or workgroups in 

the organization, and 
− the strategic workforce plan. 

5. Transition among assignments is planned to minimize disruption to individual’s competency 
and career development activities. 

Refer to Practice 14 of the Staffing process area for information regarding transitioning between 
positions. 

6. A responsible individual reviews workgroup performance with the members of the work-
group. 
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7. Performance management activities are completed before members separate from a disband-
ing workgroup. 

The disbanding of a workgroup may not correspond with scheduled formal performance man-
agement activities. To ensure that contemporaneous information about each individual’s perform-
ance is retained, examples of individual performance management activities to be completed be-
fore the workgroup disbands include the following: 

• Recording the results of individual performance against objectives 

• Evaluating individual contribution to workgroup performance 

• Documenting accomplishments in personal development plans 

• Assessing performance against an individual’s improvement plan 

• Providing rewards or recognition for outstanding performance 
8. Orientation activities are planned and conducted to prepare members of disbanding work-

groups for their new assignments. 

 

Practice 15 When workgroups disband, their assets are captured for redeployment. 
1. Prior to the completion of the workgroup’s business activities, a responsible individual(s) 

works with the workgroup to: 

− plan the process for disbanding the workgroup, 
− capture and archive lessons learned about products, processes, or workforce practices, 
− prepare and archive appropriate work products. 

2. The residual assets of the workgroup’s activities are disposed of appropriately through such 
means as being: 

− delivered to internal or external customers, 
− deployed to other workgroups, 
− returned to original owners, 
− archived for future use or reference, or 
− securely destroyed. 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and perform-
ance of Workgroup Development activities across the organization. 

Examples of measurements include the following: 

• Number of workgroups and people involved in workgroups 

• Average number of workgroups that individuals contribute to 

• Profiles of competency mixtures across workgroups 

• Time spent in training for workgroup-related skills 

• Time spent developing workgroup plans and tailored processes 

• Timeliness of performing workforce activities in workgroups 

• Effectiveness of workgroups in meeting their milestones and other performance objectives 

• Effectiveness with which dependent workgroups satisfy their dependencies 

• Effectiveness in achieving the objectives of the strategic workforce plan 

• Common issues and trends determined by analyzing lessons learned from disbanding work-
groups 

 

Measurement 2 Measures of workgroup development are collected and aggregated at the 
organizational level. 

1. A historical database of workgroup development and performance data is maintained. 
2. Workgroup development data are periodically analyzed to determine trends. 

 

Measurement 3 Measurements are made and used to determine the effectiveness of 
Workgroup Development activities. 
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Verifying Implementation 

Verification 1 A responsible individual(s) verifies that Workgroup Development activities 
are conducted according to the organization’s documented policies, prac-
tices, procedures, and, where appropriate, plans; and addresses noncom-
pliance. 

These reviews verify that: 

1. Workgroup development activities comply with the organization’s policies and stated values. 
2. Workgroup development activities comply with relevant laws and regulations. 
3. Workgroup development activities are performed according to the organization’s docu-

mented practices and procedures. 
4. Noncompliance issues are handled appropriately. 
5. Workgroup development activities are kept current and reflect existing and anticipated or-

ganizational conditions and needs. 

 

Verification 2 Executive management periodically reviews the Workgroup Development 
activities, status, and results; and resolves issues. 

These reviews verify: 

1. The appropriateness of Workgroup Development activities. 
2. Progress in performing Workgroup Development activities. 
3. Results from reviews of Workgroup Development practices and activities. 

Refer to Verification 1 for practices regarding reviews of Workgroup Development activities to 
ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 

4. Status of resolution of noncompliance issues. 
5. Trends in workgroup development compared to objectives in the strategic workforce plan. 
6. Effectiveness of Workgroup Development activities in achieving the objectives in the strate-

gic workforce plan. 
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Participatory Culture 

A process area at Maturity Level 3: Defined 

Purpose 

The purpose of a Participatory Culture is to enable the workforce’s full capability for making de-
cisions that affect the performance of business activities. 

Description 

The open communication established with Communication and Coordination practices at the 
Managed Level creates a foundation for developing a participatory culture. A participatory culture 
provides an environment in which competent professionals are fully able to exercise their capa-
bilities. This participative environment ensures a flow of information within the organization, in-
corporates the knowledge of individuals into decision-making processes, and gains their support 
for commitments. Establishing a participatory culture lays the foundation for building high-
performance workgroups and for empowering workgroups at the Predictable Level. 

Establishing a participatory culture begins with providing individuals and workgroups with in-
formation about organizational and unit performance, and how their performance contributes. In-
dividuals and workgroups are provided access to the information needed to perform their commit-
ted work. Information and communication systems support these information needs. 

The structure of decision-making processes is analyzed across the organization and appropriate 
roles are defined. Based on this analysis, decisions are delegated to an appropriate location in the 
organization that balances competence, coordination, and speed. Once made by appropriate indi-
viduals, decisions are supported by others in the organization. Individuals participate in decisions 
that affect their work and work environment. Individuals and workgroups use defined processes 
for making decisions and resolving conflicts and disputes. 

 

Goals 

Goal 1 Information about business activities and results is communicated 
throughout the organization. 

Goal 2 Decisions are delegated to an appropriate level of the organization. 

Goal 3 Individuals and workgroups participate in structured decision-making proc-
esses. 

Goal 4 Participatory Culture practices are institutionalized to ensure they are per-
formed as defined organizational processes. 
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Commitment to Perform 

Commitment 1 The organization’s stated values encourage open communication and par-
ticipation in decision making by individuals and workgroups, when appro-
priate. 

Refer to Commitment 1 of the Communication and Coordination process area for information 
regarding the establishment and communication of organizational values, and the types of the 
workforce issues that might be covered in the organization’s stated values. 

 

Commitment 2 The organization establishes and maintains a documented policy for its 
activities that supports the development of a participatory culture. 

Issues typically addressed in the policy include: 

1. Activities that support development of a participatory culture serve the business objectives 
and stated values of the organization. 

2. Individuals and workgroups participate in decision-making processes affecting their work. 
3. Information about organizational and business performance is shared across the organization. 
4. There is an environment of open communication across levels and among individuals and 

workgroups within the organization. 
5. Open communication appropriately considers the cultural values and diversity present in the 

workforce. 
6. Individuals and workgroups are actively encouraged and supported to assume appropriate 

responsibility and authority by participating in decision-making processes. 
7. Activities that support development of a participatory culture comply with relevant laws, 

regulations, and organizational policies. 

 

Commitment 3 An organizational role(s) is assigned responsibility for coordinating the or-
ganization’s activities for developing a participatory culture. 

Examples of individuals who might be assigned responsibilities for activities that support devel-
opment of a participatory culture include the following: 

• Executive management 

• Staff assistants 

• Committees 

• Human resources or other appropriate professionals 

• Organizational development specialists 
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Ability to Perform 

Ability 1 Within each unit, an individual(s) is assigned responsibility and authority to 
ensure that the performance of business and workforce activities within 
the unit contributes to developing a participatory culture. 

Ability 2 Adequate resources are provided for performing activities that support de-
velopment of a participatory culture. 

1. Strategic and operational business objectives are defined and made available. 
2. Performance results are collected at the organizational and unit levels. 
3. Experienced individuals who have expertise in areas such as decision analysis and commu-

nication are made available. 
4. Resources that contribute to a participatory culture are made available. 

Examples of resources supporting participatory activities include the following: 

• Information 

• Information systems 

• Internal publications 

• Decision aids 
5. Adequate support is made available for participatory activities. 

Examples of participatory activities include the following: 

• Decision-making processes 

• Communication processes 

• Conflict resolution processes 
6. Adequate funding is made available for resources that contribute to a participatory culture. 

 

Ability 3 Managers develop the knowledge, skills, and process abilities needed to 
perform their responsibilities regarding communication and participatory 
management. 

Examples of relevant topics in which managers may be trained include the following: 

• Commitment processes 

• Consensus-building skills 

• Participatory management techniques 

• Decision-making techniques 

• Group problem-solving techniques 

• Listening skills 

• Information analysis and communication techniques 
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• Work coordination techniques 

Ability 4 Individuals and groups who participate in Participatory Culture activities 
receive the preparation in problem-solving and decision-making proc-
esses, methods, and skills appropriate to the types of decisions they will 
participate in making. 

Ability 5 The practices and procedures for developing a participatory culture are 
defined and documented. 

1. Practices and procedures may be defined and documented at the organizational and/or unit 
levels, as appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available as necessary. 

3. The individual(s) assigned responsibility for coordinating activities to develop a participa-
tory culture across the organization ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing the practices for developing a participatory culture are captured 
to support the future use and improvement of the organization’s practices. 
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Practices Performed 

Practice 1 Information about organizational and unit performance is made available 
to individuals and workgroups. 

1. Management at each level of the organization identifies information about organizational and 
unit performance that would assist individuals, workgroups, or units in aligning their deci-
sions and business activities with that level’s business objectives or commitments. 

Examples of information on organizational performance that could be made available to individu-
als, workgroups, or units include the following: 

• Business objectives and strategy 

• Performance objectives of their unit, other units, and the organization 

• Financial results and projections 

• Information about costs and expenses 

• Production data and results 

• Quality objectives and results 

• Workforce attitude results 

• Customer satisfaction and related information 

• Marketing, sales, and related information 
2. Designated information about organizational and unit performance is: 

− summarized at an appropriate level of detail for use by individuals, workgroups, or units, 
− communicated to individuals, workgroups, or units using methods that make the infor-

mation readily accessible and useful for decision making or other business activities, and 
− revised with a frequency appropriate to the rate of change for each type of information. 

3. The workforce is made aware of the extent to which different forms of performance informa-
tion must be treated as confidential. 

 

Practice 2 Individuals and workgroups are made aware of how their work perform-
ance contributes to unit and organizational performance. 

1. Individual performance feedback is presented in the context of workgroup, unit, and organ-
izational performance. 

2. Workgroup performance feedback is presented in the context of unit and organizational per-
formance. 

3. Links among individual, workgroup, unit, and organizational performance are explained. 
4. Links between organizational performance and the achievement of organizational business 

objectives are communicated and reinforced. 

 



 

302 | CMU/SEI-2009-TR-003 

Practice 3 Individuals and workgroups have access to information needed to perform 
their committed work. 

1. Individuals and workgroups identify information: 

− they need for performing their work, and 
− others need from them. 

Examples of sources for identifying needed information include the following: 

• Assigned tasks and responsibilities 

• Standard processes 

• Workgroup coordination 

• Assigned or assumed roles 

• Dependencies within a workflow 
2. Individuals and workgroups identify the most effective mechanisms for transferring needed 

information. 
3. Individuals and workgroups coordinate with information sources to ensure timely access to 

required information. 
4. Managers and supervisors ensure that the information requirements of those they supervise 

are satisfied. 
5. Competency-based experience and information captured within a competency community is 

made available to other individuals or workgroups that have a need for this information. 

 

Practice 4 Information and communication systems support the information needs of 
individuals and workgroups. 

These information and communication technologies extend beyond the basic functions of the 
management information systems used for managing the business. The purpose of these informa-
tion technologies is to make management information accessible to every individual or workgroup 
who can use it for making faster and more accurate decisions. The purpose of the communication 
technologies described in this practice is to broaden and accelerate the flow of information needed 
to enhance work performance and the speed and accuracy of decisions. 

1. Within boundaries defined by organizational, budgetary, and relevant technical considerations, 
information and communication technologies are provided to individuals and workgroups to 
support their information and communication needs. 

2. Individuals and workgroups participate in the selection and design of information and com-
munication technologies to ensure their needs are met. 

3. Information and communication technologies are: 

− implemented to meet the needs of individuals and workgroups, 
− maintained, and 
− enhanced over time, as appropriate. 
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4. Individuals and workgroups participate in decisions about improvements and upgrades to the 
information and communication technologies that they use. 

 

Practice 5 The structure of decision-making processes within the organization is ana-
lyzed. 

Decision processes may be analyzed in numerous ways. The decision analysis described in this 
practice may occur through several mechanisms that are not necessarily concurrent. In addition, 
decision processes in different components or at different levels of the organization may be ana-
lyzed separately. Examples of how decision analysis processes may be applied in an organization 
include the following: 

• Through formal analysis of existing decision-making processes 

• As part of designing workflows and management controls 

• As part of defining workgroup processes 

• As part of defining competency-based processes 

• In policies or procedures 

• In defining roles and responsibilities 

• In establishing units or workgroups 

• In designing the organization or its components 
1. Decisions to be analyzed are identified. 

Decisions to be analyzed are characterized by attributes such as the following: 

• Are recurrent 

• Affect work commitments or assignments 

• Affect career opportunities 

• Impact how work is done 

• Create or affect dependencies with other individuals or workgroups 

• Affect the work environment 

• Affect significant stakeholders who are not involved in the decision process 
2. Identified decisions are analyzed to determine which roles or workgroups: 

− have the most relevant information for making the decision, 
− can make the most timely and accurate decision, 
− are in the best position to involve all relevant stakeholders, 
− share dependencies affected by the decision, 
− need to be involved in providing input to or reviewing the decision, and 
− need to be informed of the results of the decision. 

3. Individuals, workgroups, or units at each level of the organization are involved in analyzing 
decisions made at their level. 
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Examples of different types of decisions include the following: 

• Independent decisions, which are decisions where the individual or group making the deci-
sion has full authority to make it without seeking advice or consent from anyone else 

• Coordinated decisions, which are decisions where the individual or workgroup making the 
decision has the authority to make the decision, but only with input or approval from other 
parties 

• Consensus decisions, which are decisions where the decision reached must be one that can 
be supported by a defined set of individuals or groups before it is announced 

 

Practice 6 Decision-making processes and roles are defined. 
1. The organization develops or adopts standard decision-making methods for use with differ-

ent types of decisions. 

A decision-making method is a specific procedure for making a decision that can be embedded in 
the work processes of an individual, workgroup, or unit. Examples of decision-making methods 
include the following: 

• Consensus development 

• Structured problem solving 

• Hoshin planning or policy deployment 

• Nominal group technique 

• Force field analysis 

• Voting or multi-voting techniques 

• Brainstorming 

• Delphi 
2. Decision-making methods are embedded in defined processes that are appropriate for the 

situation or business activities being performed. 

Sources of defined processes in which decision-making methods can be embedded include the 
following: 

• Competency-based processes 

• Workgroup operating processes 

• Business or workflow-based processes 

• Customer-specified processes 
3. Decision-making processes are defined within the context of the business activities and 

processes they affect. 

Decision-making processes are defined and represented in a format that is consistent with the 
definitions of processes within which they are embedded. Thus, decision-making becomes a com-
ponent of a standard competence-based or workgroup operating process. 
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Elements of decision-making processes that may be defined include the following: 

• Conditions under which the need for the decision is triggered 

• Inputs needed for the decision and roles that provide them 

• Roles to be involved in the decision-making process 

• Methods for identifying root causes 

• Methods for identifying or clarifying the decision needed 

• Methods for generating alternative solutions 

• Methods for selecting appropriate solutions 

• Methods for planning to implement decisions 

• Requirements for coordination of the decision with other roles or processes that share de-
pendencies 

• Review and approval procedures, if required 

• Communication requirements 

• Outputs of the decision-making process 

• Methods for evaluating decision outcomes 

• Methods for reconsidering previous decisions 

• How the decision-making process is integrated into competency-based, workgroup, or other 
business processes 

• Guidelines for tailoring the decision-making process or method 

• Methods for evaluating decisions to improve the accuracy or quality of future decisions 

 

Practice 7 Responsibilities for decisions are delegated to appropriate levels and loca-
tions in the organization. 

1. The most appropriate roles or workgroups for participating in and making various decisions 
are identified. 

Examples of criteria for identifying roles or workgroups to delegate decisions to at appropriate 
levels include the following: 

• Speed and timeliness 

• Availability and accuracy of information 

• Responsibility for results 

• Breadth of decision impact 

• Competency 

• Decision dependencies 

• Coordination of work processes 

• Legal responsibilities 
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2. Authority and responsibility for decision-making are delegated to lower levels of the organi-
zation when feasible and appropriate by the nature of the decision. 

3. Executives initiate participatory decision processes by analyzing and delegating appropriate 
decisions at their level. 

 

Practice 8 Individuals and workgroups use defined decision-making processes. 
1. Standard decision-making methods, roles, and processes are tailored for their most effective 

use based on the characteristics of the situation in which they are used. 

Decision-making methods, roles, and processes may need to be tailored to ensure they are appro-
priate for use in a specific project or situation. As part of planning their work activities, individu-
als, workgroups, or units should perform any tailoring of decision-making processes required to 
involve all parties and to ensure that all parties have accurate expectations about how decisions 
will be reached. 

Examples of issues to be considered in tailoring decision-making processes include the following: 

• Who is accountable for the results of the decision 

• Who has information relevant to the decision 

• Who must support the decision 

• Whose work activities are affected by the decision 

• Whose activities the decision must be coordinated with 

• Who must approve the actions resulting from the decision 

• How quickly the decision must be implemented 

• Whether anyone will be disenfranchised by the decision 
2. Roles in the decision-making process are assigned to appropriate individuals or workgroups 

in planning their work processes. 
3. Those with management or supervisory responsibility for individuals or workgroups in-

volved in decision-making processes ensure that they are prepared for their responsibilities. 

Examples of knowledge and skills that are prerequisites to exercising decision-making responsi-
bility include the following: 

• Knowing information needed to make the decision 

• Being able to execute an appropriate decision-making process 

• Understanding the basis of the authority they exercise in making the decision 

• Understanding the limits of their empowerment for making decisions 

• Understanding how to implement the decision 
4. Individuals or groups perform their roles as defined or tailored when participating in making 

decisions. 
5. Data and other inputs relevant to a decision are provided to those involved in the decision 

process. 
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6. Decisions are communicated and coordinated as necessary. 
7. When decisions are reconsidered, appropriate decision-making processes are used. 
8. Decisions are evaluated to identify factors that could improve the speed or accuracy of the 

decisions, when appropriate in an individual, competency-based, workgroup, or a unit work 
process. 

Examples of factors that could improve decision-making include the following: 

• Use of different decision-making methods 

• More effective tailoring of decision-making processes 

• Involving fewer or more individuals or workgroups 

• More accurate or timely inputs 

• More effective coordination of concurrent decision-making processes 

• More effective or timely review or approval of decisions when required 

• More effective or timely implementation of decisions 

 

Practice 9 Decisions made by those empowered to make them are supported by oth-
ers in the organization. 

Decision-making processes must be defined and understood so that expectations about authority 
and responsibility are not violated. 

1. Individuals responsible for individuals, workgroups, or units empowered to make or partici-
pate in decisions: 

− maintain awareness of decision-making processes to ensure that conditions affecting de-
cision-making such as accuracy of inputs, level of competence or experience, and time 
allotted are appropriate to support accurate and timely decisions, 

− take corrective action when conditions affecting decision-making need to be improved, 
and 

− ensure that necessary coordination of decisions with relevant stakeholders occurs. 
2. Issues or decisions that cannot be resolved according to defined decision-making processes 

are raised to decision-makers at higher levels for resolution. 
3. When business or other conditions suggest that decisions be altered, changed, or reversed, 

management communicates with and involves those empowered to make the decision(s) af-
fected. 
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Practice 10 Individuals and workgroups are involved in making decisions that affect 
their work. 

1. When appropriate, input is sought from the workforce on important decisions affecting the 
whole organization. 

2. Individuals or workgroups participate in developing and reviewing organizational policies, 
plans, and procedures that affect them. 

3. Individuals or workgroups participate in making decisions about how to organize and per-
form their work through involvement, where appropriate, in: 

− identifying problems or issues, 
− generating alternatives, 
− selecting a solution, 
− planning the implementation of the selected solution, and 
− evaluating the results. 

4. The rationale behind a decision is communicated to those affected by the decision. 

 

Practice 11 Individuals and groups participate in decisions concerning their work envi-
ronments. 

1. Individuals and groups provide input for: 

− the arrangement of work facilities, 
− alterations or improvements to their work environment, and 
− resources needed to perform their work. 

2. To the extent reasonable, individuals and groups participate in decisions about work re-
sources and their work environment. 

3. To the extent reasonable, individuals and workgroups arrange their work environment to best 
support their work processes. 
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Practice 12 Defined mechanisms are used for resolving conflicts and disputes. 
1. The organization defines decision-making processes through which different types of con-

flicts or disputes can be resolved. 

Examples of different types of conflicts or disputes that should have defined processes for decid-
ing resolution may include the following: 

• Resource contention among units or workgroups 

• Scheduling difficulties 

• Conflicts among commitments 

• Budget or other financial issues 

• Interpersonal problems 

• Personnel matters 

• Coordination problems 

• Legal or ethical issues 

• Issues involving business strategy or tactics 

2. Appropriate problem-solving opportunities are made available for individuals or workgroups 
to resolve problems, issues, conflicts, or disputes that affect their work. 

3. Conflicts and disputes are addressed through appropriate conflict and dispute resolution 
processes. 

Conflict and dispute resolution processes typically address the following: 

• Initiation 

• Participants and roles 

• Presentation of arguments and information 

• Decision-making procedures 

• Methods for review and appeal, if appropriate 

• Safeguards to ensure fairness, confidentiality, respect for individuals, and alignment with the 
organization’s objectives 

4. Appropriate stakeholders are involved in conflict and dispute resolution processes. 
5. Results of conflict and dispute resolution processes are communicated and implemented. 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and perform-
ance of participatory activities and trends within the organization. 

Examples of measurements include the following: 

• Measures of the use and coverage of information and communication technologies 

• Rate at which decisions are delegated within the organization 

• Rate at which decision-making processes are defined and the workforce trained in their use 

• Number of people involved in decision-making processes 

• Percentage of people actively engaged in participatory decision making 

• Percentage of workgroups actively engaged in participatory decision making 

• Percentage of units actively engaged in participatory decision making 

• Effectiveness of communication mechanisms 

• Amount of business information communicated to the workforce 

• Number of conflict or dispute resolutions 

• Results from opinion feedback mechanisms 

 

Measurement 2 Measurements are made and used to determine the effectiveness of the 
participatory practices adopted in the organization. 

Examples of measurements of the effectiveness of participatory practices include the following: 

• Results of decisions 

• Improvements in motivation and morale 

• Number of people actively seeking involvement in decision making 

• The quality of the information available for decisions 

• The speed of making decisions 

• Improvements in timeliness or accuracy of decisions over time 

• The speed of implementing decisions 

• Number and extent of coordination problems 

• Timeliness and success of conflict or dispute resolutions 
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Verifying Implementation 

Verification 1 A responsible individual(s) verifies that communication and decision-
making activities within the organization are conducted in an open and 
participative manner according to the organization’s values and policies; 
and addresses noncompliance. 

These reviews verify that: 

1. Communication and decision-making activities comply with the organization’s policies and 
stated values. 

2. Communication and decision-making activities comply with relevant laws and regulations. 
3. Individuals and groups are involved in communication and decision-making processes, 

where appropriate. 
4. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the level of participatory be-
havior and resolves issues. 

These reviews verify: 

1. The level of open communication, delegation of decision-making, and participatory behavior 
in the organization. 

2. The appropriate use of business objectives and performance information. 
3. The involvement of all appropriate stakeholders in decision and commitment processes. 
4. Progress in performing Participatory Culture activities. 
5. Results from reviews of Participatory Culture practices and activities performed to develop a 

participatory culture. 

Refer to Verification 1 for information regarding reviews of Participatory Culture activities to 
ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 
6. Status of resolution of noncompliance issues. 
7. Trends related to the development of a participatory culture. 
8. Effectiveness of Participatory Culture activities in achieving the development of a participa-

tory culture. 
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8.3 The Predictable Level: Maturity Level 4 

Process Areas at the Predictable Level focus on exploiting the knowledge and experience of the 
workforce framework developed at Maturity Level 3 to improve performance and achieve pre-
dictable outcomes. The competency-based processes used by different workforce competencies 
are interwoven to create integrated, multidisciplinary processes. Workgroups are empowered to 
manage their own work processes and conduct some of their internal workforce activities. The 
artifacts produced through the performance of competency-based processes are captured and de-
veloped for reuse. Individuals and workgroups quantitatively manage the competency-based proc-
esses that are important for achieving their performance objectives. The organization manages the 
capability of its workforce and of the competency-based processes they perform. The effect of 
workforce practices on these capabilities is evaluated and corrective actions taken if necessary. 
Mentors use infrastructure provided by the organization’s workforce competencies to assist indi-
viduals and workgroups in developing their capability. The process areas at Maturity Level 4 in-
clude: 

• Competency Integration 

• Empowered Workgroups 

• Competency-Based Assets 

• Quantitative Performance Management 

• Organizational Capability Management 

• Mentoring 
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Competency Integration 

A process area at Maturity Level 4: Predictable 

Purpose 

The purpose of Competency Integration is to improve the efficiency and agility of interdependent 
work by integrating the process abilities of different workforce competencies. 

Description 

An integrated competency-based process is one that has been integrated from the separate compe-
tency-based processes used by different workforce competencies. At the Defined Level of the 
People CMM, individuals used defined interfaces between their separate competency-based proc-
esses to manage mutual dependencies. At the Predictable Level, an integrated competency-based 
process is formed from integrating and interweaving different competency-based processes to 
achieve a seamless process-based interaction among individuals possessing different workforce 
competencies. The various workforce competencies provide knowledge, skills and process abili-
ties needed to support roles within an integrated business process whose process elements are 
drawn from the various competency-based processes. Thus, individuals possessing different 
workforce competencies work together using a single, integrated, multi-disciplinary process, 
rather than working separately using the independent processes of their respective competencies 
or disciplines. 

These integrated competency-based processes provide for much more tightly interlaced interac-
tions among different competency communities that allow problems among product, service, or 
work dependencies to be identified and corrected much earlier. When implemented properly, in-
tegrated competency-based processes can support an integrated business process management 
approach that implements a “customer-focused approach to the systematic management, meas-
urement and improvement of all company processes through cross-functional teamwork and em-
ployee empowerment” (Lee 98) and help achieve the continuous flow objectives of lean process 
design (Womack 03). Competency Integration shifts the focus from mastering the flow of tasks 
within each workforce competency to mastering the flow of tasks in the business, production, or 
service process. Integrated competency-based processes are often referred to as cross-functional 
processes, since they integrate the activities of the workforce competencies siloed within the func-
tional departments of an organization into a single business process workflow. In the People 
CMM, cross-functional situations are described as multi-disciplinary as our focus is on the inte-
gration of workforce competencies (the multiple disciplines), rather than on the functional struc-
ture of the organization. 

Integrated competency-based processes are beneficial to product design teams by accelerating the 
processes of making design decisions and identifying and correcting design problems. They are 
beneficial to product production teams by increasing flexibility in designing work procedures and 
by avoiding problems with workflows isolated within functions. They are also beneficial to ser-
vice delivery teams by integrating the workforce competencies required to satisfy a customer’s 
needs. For simplicity of expression throughout the Predictable and Optimizing maturity levels of 
the People CMM, the phrase “competency-based processes” will be used to refer to both the com-
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petency-based processes defined in the Competency Analysis process area and the integrated 
competency-based processes defined in the Competency Integration process area. Thus, “compe-
tency-based processes” could refer either to the processes of a single workforce competency, or to 
processes integrated from the processes of several workforce competencies. 

Competency Integration involves analyzing work to identify high leverage opportunities to inte-
grate the processes used by different workforce competencies. These integrated competency-
based processes are defined and work situations are tailored for their use. Individuals involved in 
multi-disciplinary activities receive the preparation needed to work in a multi-disciplinary envi-
ronment. Multi-disciplinary work is reviewed with regard to status, development needs, and im-
provement opportunities. Workforce practices and activities such as staffing, performance man-
agement, compensation, and arranging the work environment are adjusted to support multi-
disciplinary work using integrated competency-based processes. 

 

Goals 

Goal 1 The competency-based processes employed by different workforce com-
petencies are integrated to improve the efficiency of interdependent work. 

Goal 2 Integrated competency-based processes are used in performing work that 
involves dependencies among several workforce competencies. 

Goal 3 Workforce practices are designed to support multi-disciplinary work. 

Goal 4 Competency Integration practices are institutionalized to ensure they are 
performed as defined organizational processes. 

 

Commitment to Perform 

Commitment 1 The organization establishes and maintains a documented policy for con-
ducting Competency Integration activities. 

Issues typically addressed in the policy include: 

1. Competency Integration activities serve the business objectives and stated values of the or-
ganization. 

2. Competency Integration activities are included in the organization’s strategic workforce plan 
and the planned workforce activities within units. 

3. Competency Integration activities are conducted to improve the efficiency of committed 
work that involves substantial dependencies among individuals possessing different work-
force competencies. 

4. Procedures are developed for guiding the organization’s Competency Integration activities. 
These procedures typically specify: 

− how work is to be analyzed and designed to integrate the process abilities of different 
workforce competencies, 

− how integrated competency-based processes are defined and maintained, 
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− how individuals and workgroups are prepared to use integrated competency-based proc-
esses, and 

− how workforce practices and activities are adjusted to support competency integration. 
5. Competency Integration practices and activities comply with relevant laws, regulations, and 

organizational policies. 

 

Commitment 2 An organizational role(s) is assigned responsibility for coordinating Com-
petency Integration activities across the organization. 

 

Ability to Perform 

Ability 1 Within relevant organizational units or other entities, an individual(s) is as-
signed responsibility and authority for ensuring that Competency Integra-
tion activities are performed. 

When all activities for integrating multiple workforce competencies can be conducted within a single 
unit, such as an engineering department or a marketing and sales department, the individual(s) in 
charge of that unit will usually either accept or delegate responsibility for ensuring that competency 
integration occurs. In some instances, the workforce competencies to be integrated report into different 
organizational units (an engineer, a customer service representative, and a marketing specialist). In 
these instances, a virtual management team composed of management delegates from the different or-
ganizational units may assume responsibility for integrating multiple workforce competencies. 

 

Ability 2 A responsible individual(s) coordinates the activities for defining, develop-
ing, and maintaining each integrated competency-based process. 

Ability 3 Adequate resources are provided for performing Competency Integration 
activities. 

1. The work processes to support each of the organization’s workforce competencies have been 
defined. 

Refer to Practices 2 and 5 of the Competency Analysis process area for information regarding 
analyzing and documenting these competency-based processes. 

2. Experienced individuals with expertise in process analysis and definition are available for 
defining integrated competency-based processes. 

Examples of individuals with expertise in process analysis and definition include the following: 

• Process owners 

• Subject matter experts 

• Business process designers or engineers 

• Process improvement or quality assurance groups 
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• Organizational effectiveness or development professionals 
3. Resources for supporting Competency Integration activities are made available. 

Examples of resources to support competency integration include the following: 

• Process analysis and definition tools 

• Space for integrated activities 

• Communication equipment 

• Tools for managing process and role definitions 

4. Funding to accomplish Competency Integration activities are made available. 
5. Adequate time is made available for defining, training, and facilitating the adoption of inte-

grated competency-based process abilities. 

 

Ability 4 Those involved in defining integrated competency-based processes de-
velop the knowledge, skills, and process abilities needed to perform proc-
ess analysis and definition. 

Ability 5 Affected individuals and workgroups develop the knowledge, skills, and 
process abilities needed to perform the integrated competency-based 
processes involved in their work. 

1. Documentation of the organization’s business activities and processes are made available for 
analysis. 

2. Preparation in integrated competency-based processes is provided to all affected individuals 
and workgroups. 

Preparation in integrated competency-based processes can be planned and delivered in a number 
of ways, including the following: 

• As competency development activities 

• As specific training and development activities in personal development plans 

• As workgroup development activities 
3. Those who manage work performed through integrated competency-based processes receive 

the preparation needed to manage in multi-disciplinary situations. 

Examples of topics to be covered in preparing responsible individuals to manage multi-
disciplinary work include the following: 

• Typical management approaches and techniques appropriate to each of the workforce com-
petencies involved 

• Management techniques appropriate for multi-disciplinary or cross-functional environments 

• Techniques for adopting, deploying, and installing integrated competency-based processes 

• Diagnosing problems and improvement opportunities in multi-disciplinary work 

• Resolving conflicts among different disciplines 
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• Adjusting and performing workforce practices in multi-disciplinary situations 

• Methods for continuously improving multi-disciplinary work such as Six Sigma or lean 
process design 

4. Individuals participating in integrated competency-based processes are cross-trained, as 
needed, in the competency-based processes employed by other workforce competencies so that they 
can: 

− better understand the context of integrated competency-based processes, 
− develop more accurate expectations about how those possessing other workforce compe-

tencies may react under changing conditions, and 
− expand their ability to fill roles in the workgroup that they would not ordinarily under-

take. 
5. Additional facilitation is made available, as necessary, for workgroups deploying integrated 

competency-based processes. 
6. Additional preparation is made available, as necessary, when integrated competency-based 

processes are changed. 

 

Ability 6 The practices and procedures for performing Competency Integration are 
defined and documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for Competency Integration activities across the 
organization ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing Competency Integration practices are captured to support the 
future use and improvement of the organization’s practices. 
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Practices Performed 

Practice 1 Business activities involving dependencies among multiple workforce 
competencies are identified. 

1. Business activities where individuals representing two or more workforce competencies have 
shared dependencies or defined interfaces between their competency-based processes are 
identified and evaluated on such factors as: 

− how frequently they occur in ordinary business operations, 
− the opportunity to improve operating efficiency or quality by integrating their processes 

more tightly, 
− the frequency with which coordination problems occur in these interactions that result in 

poor efficiency or reduced quality, and 
− the impact that greater efficiency or accuracy in these operations would have on improv-

ing business performance, quality, or customer satisfaction. 
2. The organization selects those business activities that involve multiple workforce competen-

cies evaluated as having the most impact on its business performance as candidates for inte-
grating their competency-based processes. 

 

Practice 2 Dependencies and interfaces among multiple workforce competencies are 
analyzed to identify opportunities for integrating their competency-based 
processes. 

1. Individuals who perform business activities that involve multiple competencies are involved 
in analyzing and integrating competency-based processes. 

2. Competency-based processes used by different workforce competencies are analyzed to 
identify opportunities for improved efficiency such as: 

− iterative processes within or among workforce competencies that could be reduced by 
tighter integration among competency-based processes, 

− sequential processes within or among workforce competencies that could be performed 
in parallel, 

− idle time that could be eliminated by tighter integration and improved flow, 
− sources of defects that could be reduced or eliminated, and 
− joint rather than separate activities that reduce effort, lower costs, shorten schedule, re-

duce errors, or improve the quality of products or services. 
3. Analyses are performed to identify the most efficient methods for integrating competency-

based processes for each situation selected for integration. 

The most efficient methods for introducing integrated competency-based processes may differ by 
situation. Some situations may benefit most from integrating the processes of all involved work-
force competencies at once, while other situations may require that different workforce competen-
cies have their processes integrated in stages. For instance, the organization could decide to inte-
grate all of the processes from different workforce competencies involved in a product 
deployment into an integrated, multi-disciplinary product development process from the initiation 
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of a product development project. Alternatively, a staged integration would initially involve inte-
grating several engineering disciplines into a multi-disciplinary design process, while other com-
petencies maintain defined interfaces with the team’s development process. Over time, these other 
competencies such as field service, customer training, or marketing may have some of their com-
petency-based processes merged into an integrated competency-based process. 

4. The most efficient methods for integrating multiple competency-based processes are se-
lected. 

Examples of options for improving the efficiency of processes performed by multiple workforce 
competencies include the following: 

• Defining an integrated competency-based process that integrates the separate, defined proc-
esses used by different workforce competencies 

• Integrating the performance of multiple competency-based processes 

• Re-organizing competency-based processes to improve the timing and coordination of de-
pendencies among several workforce competencies that continue to work independently 

• Improving or re-engineering business processes that involve multiple workforce competen-
cies 

 

Practice 3 Integrated competency-based processes are defined and made available 
for use. 

Examples of integrated competency-based processes include the following: 

• An integrated product design process created by integrating the competency-based design 
processes used independently by software engineers, hardware engineers, usability engi-
neers, manufacturing engineers, and product line specialists 

• An integrated customer solution sales process created by integrating the competency-based 
processes for market research, customer needs analysis, requirements development, solution 
integration, and problem-solution sales processes used independently by customer relations, 
marketing, product or service line specialists, and sales specialists 

• An integrated supplier management process created by integrating the competency-based 
processes of purchasing agents, supply chain specialists, sourcing managers, project or prod-
uct managers, and financial specialists 

1. Integrated competency-based processes are defined for use in multi-disciplinary organiza-
tional structures, such as multi-disciplinary workgroups. 

Examples of concerns that must be addressed in defining integrated competency-based processes 
include the following: 

• Accountability and authority 

• Planning to meet common objectives 

• Decision-making processes 



 

320 | CMU/SEI-2009-TR-003 

• Issue and conflict resolution 

• Vertical and horizontal communication 

• Efficiency of business activities and operations 
2. Integrated competency-based processes are documented and made available for guiding 

those performing business activities involving dependencies among multiple workforce 
competencies. 

Integrated competency-based processes may be made available for use through a variety of media, 
which may include the following: 

• Documents 

• Web pages 

• Videos and training materials 

• Scripts in automated tools 

• Other knowledge assets, such as competency-based assets. Refer to the Competency-Based 
Assets process area for information regarding the capture and use of competency-based as-
sets. 

 

Practice 4 Work is designed to incorporate integrated competency-based processes, 
where appropriate. 

When necessary or beneficial: 

− existing business processes and activities that would most benefit from integrating com-
petency-based processes are redesigned to facilitate competency integration, 

− the processes defined for a specific workforce competency are enhanced or redesigned to 
incorporate integrated processes performed with those possessing other workforce com-
petencies, 

− the defined processes used by workgroups are enhanced with integrated competency-
based processes, and 

− new business processes are defined to exploit the benefits of integrated compe-
tency-based processes. 

 

Practice 5 Organizational structures support multi-disciplinary work that integrates 
competency-based processes. 

Different workforce competencies often work in different parts of the organization or report to 
different managers. Examples of concerns that must be addressed in adjusting organizational 
structures to better support integrated competency-based processes include the following: 

• Accountability and authority 

• Decision speed and accuracy 
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• Vertical and horizontal communication 

• Integrity of workforce practices and activities 

• Continued evolution of competency integration 

• Efficiency of business activities and operations 

Examples of how organizational structures can be adjusted to support integrated, multi-
disciplinary work include the following: 

• Redesigning organizational structures to enhance end-to-end process performance, rather 
than focusing solely on functional performance 

• Realigning management reporting relationships to strengthen accountability for the perform-
ance of an integrated business process workflow 

• Establishing empowered, multi-disciplinary workgroups 

• Establishing integrated management teams that cross organizational boundaries 

• Enhancing communication and coordination mechanisms among different organizational 
components 

 

Practice 6 Skills needed for performing integrated competency-based processes are 
developed. 

This practice focuses on development needs specific to the performance of integrated compe-
tency-based processes. This may involve the multi-disciplinary work of a single workgroup, of 
multiple interacting workgroups, or of other organizational structures through which multi-
disciplinary work is performed. Different instances of multi-disciplinary work may have different 
development needs. Development needs could be identified that are related to the workforce com-
petencies of individuals (refer to the Competency Development process area), to the workgroup’s 
operating processes (refer to the Workgroup Development or Empowered Workgroups process 
areas), or to process coordination among those from different workforce competencies (the focus 
of this process area). 

1. A responsible individual analyzes situations in which integrated, competency-based proc-
esses are performed to determine development needs. 

Examples of responsible individuals who interact with those performing multi-disciplinary proc-
esses to analyze and plan for meeting their development needs may include the following: 

• The individual(s) to whom a multi-disciplinary workgroup reports 

• A management team to which a multi-disciplinary group with members drawn from different 
parts of the organization reports 

• An individual from the training or development function 

• An expert in multi-disciplinary work 

• A representative from the human resources function or other appropriate professionals 
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2. Plans for developing skill in performing integrated, competency-based processes are docu-
mented as: 

− development objectives for the workgroup or other multi-disciplinary entity, 
− specific training and development actions to achieve these objectives, 
− input to competency development or workgroup development plans and activities, or 
− the schedule for performing the development activities. 

3. Those involved in multi-disciplinary work perform their planned development activities. 
4. Plans are reviewed for the accomplishment of development activities and their impact on 

multi-disciplinary performance. 
5. Corrective action is taken when development activities do not achieve their intended objec-

tive. 

 

Practice 7 The work environment supports work by individuals or workgroups using 
integrated competency-based processes. 

1. Individuals using integrated competency-based processes for a significant portion of their 
committed work are co-located to the extent possible. 

2. When needed, common workspaces are provided for performing integrated competency-
based processes. 

3. Communication and coordination tools are provided, as necessary, for performing integrated 
competency-based processes. 

4. Joint access to information that may be specific to a given competency is provided when 
needed for performing integrated competency-based processes. 

 

Practice 8 Workforce competency descriptions are revised to incorporate integrated 
competency-based processes. 

Documented descriptions of workforce competencies are revised to include the knowledge, skills, 
and defined processes required to fulfill business activities using integrated competency-based 
processes. Refer to Practices 3, 4, and 5 of the Competency Analysis process area for information 
regarding establishing and maintaining descriptions of workforce competencies and competency-
based processes. 
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Practice 9 Workforce practices and activities are defined and adjusted to support inte-
grated competency-based activities. 

1. Recruiting and selection activities are adjusted, where appropriate, to identify candidates 
with the knowledge, skills, and process abilities and with the willingness to work in interdis-
ciplinary environments and effectively use integrated competency-based processes. 

2. Where appropriate, units plan their business activities to expand the use of integrated compe-
tency-based processes where they offer performance benefits. 

3. Competency development plans and activities are enhanced to include preparation for per-
forming integrated competency-based processes. 

4. Communication and coordination activities are enhanced to improve integration and coop-
eration among different workforce competencies. 

5. Performance discussions with individuals or workgroups include feedback on the perform-
ance of integrated competency-based processes, where appropriate. 

6. Career planning practices and activities incorporate: 

− capability in integrated competency-based processes among the criteria for advance-
ment, and 

− the ability to move between workforce competencies as a component of graduated career 
opportunities, where appropriate. 

7. Adjustments to compensation and reward activities reflect capability and performance of 
integrated competency-based processes. 

 

Practice 10 Workgroups performing integrated competency-based processes tailor and 
use them for planning committed work. 

1. Workgroups that include members with different workforce competencies define their work-
group processes from tailored combinations of: 

− the competency-based processes defined for performing business activities unique to 
each workforce competency involved, and 

− integrated competency-based processes for performing the business activities in which 
they share dependencies, and 

− common workgroup methods and procedures tailored for use with interdisciplinary 
situations. 

2. The workgroup’s integrated processes are used for: 

− planning their business activities and establishing commitments, 
− defining roles for workgroup members, 
− guiding the performance of committed work, 
− orienting new members to the workgroup, 
− coordinating work dependencies with other organizational entities, and 
− collecting data and developing lessons learned. 
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Practice 11 Workgroups use integrated competency-based processes for work involv-
ing multiple workforce competencies. 

1. Work being performed using integrated competency-based processes is reviewed on a peri-
odic or event-driven basis to determine status and make necessary adjustments. 

2. If significant deviations of progress from plan are observed, corrective actions are taken, 
which could include making adjustments or improvements to integrated competency-based 
processes. 

3. Data on the performance of multi-disciplinary work are captured and maintained. 

Once this performance data is captured and maintained, it can be used later in a number of work-
force activities. Examples of these uses of performance data and other information on integrated 
competency-based processes may include the following: 

• Estimating and planning multi-disciplinary work 

• Establishing benchmarks or capability baselines for integrated competency-based processes 

• Analyzing integrated competency-based processes for improvement opportunities 

• Evaluating the benefits of integrated competency-based processes 

 

Practice 12 The performance of integrated competency-based processes is evaluated 
to identify needed adjustments and updates. 

1. Those using integrated competency-based processes to perform at least part of their commit-
ted work evaluate these processes on a periodic or event-driven basis to determine needs for 
adjustment. 

2. Adjustments to integrated competency-based processes that are specific to a situation are 
implemented and recorded. 

3. Adjustments that may be generic across situations are recommended for incorporation into the 
documented integrated competency-based process. 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and perform-
ance of Competency Integration activities. 

Examples of measurements include the following: 

• Number and extent of situations employing integrated competency-based processes for per-
forming at least part of their committed work 

• Number of integrated competency-based processes defined and in use 

• Status of planned activities for defining and employing integrated competency-based proc-
esses 

• Status of updating learning materials and experiences for preparing individuals or work-
groups to perform integrated competency-based processes 

• Number of individuals or workgroups trained to perform integrated competency-based proc-
esses 

• The rate at which the competency-based processes of different workforce competencies are 
integrated within the organization 

 

Measurement 2 Measurements are made and used to determine the effectiveness of 
Competency Integration activities. 

Examples of measures of the effectiveness of Competency Integration activities include the fol-
lowing: 

• Extent to which business objectives pursued through performing integrated competency-
based processes are accomplished 

• Performance-based evidence of increases in unit or organizational performance related to 
competency integration 

• Value of performance increases through the use of integrated competency-based processes 

• Workforce ratings of the effectiveness of integrated competency-based processes 

• Improvements in cost, schedule adherence, time to market, quality, or other performance 
measures related to the use of integrated competency-based processes 
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Verifying Implementation 

Verification 1 A responsible individual(s) verifies that the Competency Integration activi-
ties are conducted according to the organization’s documented policies, 
practices, procedures, and, where appropriate, plans; and addresses non-
compliance. 

These reviews verify that: 

1. Competency Integration activities comply with the organization’s policies and stated values. 
2. Competency Integration activities comply with relevant laws and regulations. 
3. Competency Integration activities are performed according to the organization’s documented 

practices and procedures. 
4. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the Competency Integration 
activities, status, and results; and resolves issues. 

These reviews verify: 

1. The appropriateness of Competency Integration activities. 
2. Effectiveness of Competency Integration activities at the organizational, competency, and 

unit levels. 
3. Progress in performing Competency Integration activities. 
4. Results from reviews of Competency Integration practices and activities. 

Refer to Verification 1 for practices regarding reviews of Competency Integration activities to 
ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 
5. Status of resolution of non-compliance issues. 
6. Trends related to Competency Integration. 
7. Effectiveness of Competency Integration activities in accomplishing multi-disciplinary work. 
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Empowered Workgroups 

A process area at Level 4: Predictable 

Purpose 

The purpose of Empowered Workgroups is to invest workgroups with the responsibility and au-
thority to determine how to conduct their business activities most effectively. 

Description 

An empowered workgroup is a workgroup that is granted considerable autonomy for managing 
and performing its work, and for performing selected workforce practices within the workgroup. 
The concept of empowered workgroups usually implies that a workgroup is responsible for a 
“whole work process” [Wellins 91]. In the People CMM, workgroups that are invested with the 
authority to determine how they will accomplish business objectives and perform some of their 
internal workforce practices are described as ‘empowered workgroups’. 

The term ”team” has been used in the literature to describe several types of workgroup structures 
and attributes, many of which involve some level of empowerment. For instance, Katzenbach and 
Smith [Katzenbach 93, p. 45] describe a “team” as “...a small number of people [less than 10] 
with complementary skills who are committed to a common purpose, performance goals, and ap-
proach for which they hold themselves mutually accountable.” Although a team is a workgroup, 
not all workgroups develop into empowered workgroups. Consequently, the People CMM does 
not distinguish between the terms ”team”and ”workgroup”. 

Empowered workgroups can constitute a unit, can be a component of a unit, or can consist of in-
dividuals who report to different units. In this latter case, individuals may have matrixed reporting 
relationships that involve their home unit and the empowered workgroup. Such workgroups may 
overlap several entities on the organization chart. 

Empowering workgroups involves preparing workgroup members to act as an independent entity 
within the constraints of organizational and unit(s) objectives. It involves delegating responsibility 
and authority for work results to the empowered workgroup and holding the members accountable 
as an empowered workgroup for achieving them. It involves training workgroup members in the 
skills required in empowered workgroup and their associated processes. Empowered workgroups 
are managed as an entity rather than as individuals, and workforce practices are tailored for use 
within the empowered workgroup. The work environment is adjusted to support optimal perform-
ance by empowered workgroups. Empowered workgroup members accept increasing responsibil-
ity for the performance of workforce practices such as recruiting, selection, performance man-
agement, reward, training, development, and compensation activities that are appropriate to the 
structure and function of the empowered workgroup. Empowered workgroup performance data 
are used to identify needs for development. Performance of each empowered workgroup perform-
ance and the contributions to this performance are considered in making individual compensation 
decisions, as well as in recognizing and rewarding outstanding performance. 
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Goals 

Goal 1 Empowered workgroups are delegated responsibility and authority over 
their work processes. 

Goal 2 The organization’s workforce practices and activities encourage and sup-
port the development and performance of empowered workgroups. 

Goal 3 Empowered workgroups perform selected workforce practices internally. 

Goal 4 Empowered Workgroups practices are institutionalized to ensure they are 
performed as defined organizational processes. 

 

Commitment to Perform 

Commitment 1 The organization establishes and maintains a documented policy for con-
ducting Empowered Workgroups activities. 

Issues typically addressed in the policy include: 

1. Workgroups are empowered to serve the business objectives and stated values of the organi-
zation. 

2. Empowerment activities are included in the strategic workforce plan and implemented 
through orderly planning in units whose work can benefit from empowered workgroups. 

3. The work environment and other organizational attributes are adjusted to support empowered 
workgroups. 

4. Workforce practices are adjusted to support empowered workgroups. 
5. Empowered workgroups assume increasing responsibility for performing some of their 

workforce practices within the workgroup. 
6. Empowered Workgroups practices and activities comply with relevant laws, regulations, and 

organizational policies. 

 

Commitment 2 An organizational role(s) is assigned responsibility for coordinating em-
powerment activities and tailoring workforce practices to support empow-
ered workgroups. 
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Ability to Perform 

Ability 1 Each empowered workgroup has an individual(s) or organizational entity 
that is assigned responsibility as its sponsor and to whom it is account-
able. 

1. The individual(s) or organizational entity that is assigned responsibility for an empowered 
workgroup assists it by: 

− clarifying its mission and responsibilities, 
− providing organizational resources or ensuring that organizational resources are made 

available to the workgroup, 
− reviewing its progress and performance, 
− providing guidance, 
− facilitating the empowered workgroup, when needed, and 
− addressing problems it is unable to resolve internally. 

2. The individual(s) or organizational entity that is assigned responsibility for an empowered 
workgroup acts as its liaison to other organizational entities, when appropriate. 

3. The individual(s) or organizational entity that is assigned responsibility for an empowered 
workgroup represents the organization’s interests to the workgroup. 

 

Ability 2 Adequate resources are provided for performing Empowered Workgroups 
activities. 

1. Workgroups have been established to optimize the performance of interdependent work. 

Refer to the Workgroup Development process area for information regarding the establishment and 
use of workgroups to organize and accomplish work around competency-based process abilities. 

2. Competency-based processes exist that can be tailored to support empowered workgroups. 

Competency-based processes that can be tailored include competency-based processes, integrated 
competency-based processes, and methods and procedures for performing common workgroup 
functions used by a workgroup, as well as competency-based workforce practices that may be 
tailored and performed by an empowered workgroup. 

Refer to the Competency Analysis, Competency-Based Practices, and Workgroup Development 
process areas at the Defined level, and the Competency Integration process area at the Predictable 
level, for a description of the establishment of these processes. 

3. Defined workforce practices exist that can be tailored to support their execution by empow-
ered workgroups. 

4. Experienced individuals who have expertise are available for facilitating empowerment 
within workgroups. 

5. Experienced individuals who have expertise in tailoring workforce practices for: 

− use within empowered workgroups, and 
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− supporting empowered workgroups. 
6. Resources for supporting Empowered Workgroups activities are made available. 
7. Adequate funding is available to empower workgroups and to tailor and deploy the empow-

ered workgroup-based practices that support them. 

 

Ability 3 All affected parties develop the knowledge, skills, and process abilities 
needed to develop effective relationships with empowered workgroups. 

1. Those to whom empowered workgroups report receive the preparation needed to manage 
empowered workgroups. 

Those who manage empowered workgroups develop knowledge, skills and process abilities to 
enable them to perform their assigned responsibilities and support the empowerment of the work-
groups that they are responsible for. Examples of topics include the following: 

• Assigning responsibility and delegating authority 

• Shifting responsibility for some workforce practices into the empowered workgroup 

• Evolving the growth of empowerment and self-management in empowered workgroups 

• Tailoring self-managed workforce practices within empowered workgroups 

• Facilitative and participatory management 

• Performing workforce practices at the empowered workgroup level 

• Forming, sustaining, and disbanding empowered workgroups 

• Diagnosing and handling empowered workgroup problems 

• Managing dependencies among empowered workgroups 

• Coordinating management decisions in empowered workgroup-based organizations 
2. Other individuals or organizational entities that interact with empowered workgroups receive 

the preparation needed to coordinate their activities with empowered workgroups. 

Empowered workgroups interact with many components of the organization whose members are 
not equally empowered. These affected parties need to be prepared to adjust their methods of co-
ordination where necessary to work effectively with empowered workgroups. They need to under-
stand how empowered workgroups work to identify appropriate mechanisms for coordination and 
interaction. 

Examples of issues to be addressed in working effectively with empowered workgroups may in-
clude the following: 

• Empowered decision making 

• Delegated authority for work methods 

• Integration of competency-based processes within empowered workgroups 

• Self-management 

• Inter-group communication mechanisms 

• Planning and tracking status with empowered workgroups 
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3. Facilitation is provided to: 

− support managers or others who work with empowered workgroups, and 
− assist empowered workgroups in taking responsibility for their work processes and se-

lected workforce practices. 

 

Ability 4 Individuals responsible for tailoring or administering workforce practices 
for empowered workgroups develop the knowledge, skills, and process 
abilities needed to perform their responsibilities. 

1. Individuals assigned responsibility for performing workforce practices for empowered 
workgroups receive the preparation needed for applying these practices in a manner consis-
tent with the development and functioning of empowered workgroups. 

2. Individuals assigned responsibility for designing or tailoring workforce practices for applica-
tion to empowered workgroups receive the preparation needed to perform their responsibili-
ties. 

3. Individuals within empowered workgroups who participate in applying workforce practices 
within the workgroup receive the preparation needed for performing these practices. 

 

Ability 5 The practices and procedures for performing Empowered Workgroups are 
defined and documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for coordinating Empowered Workgroups activities 
across the organization ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing Empowered Workgroups practices are captured to support the 
future use and improvement of the organization’s practices. 
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Practices Performed 

Practice 1 Work responsibilities are designed to provide an empowered workgroup 
with optimal control over an integrated set of business activities. 

An integrated set of business activities to be assigned to an empowered workgroup might consist 
of most or all of the tasks required to: 

• Produce a product or a component of a product 

• Provide a service or a component of a service 

• Perform a business process 

• Perform a process step in the production of a product or service 

• Perform an organizational function 
1. Business activities are analyzed within and across units to determine how to most efficiently: 

− optimize the collection of dependencies within a workgroup, and 
− minimize the sharing of dependencies across workgroups. 

2. Business activities are periodically reviewed to determine if they can be more effectively 
organized to support the functioning of workgroups. 

3. Empowered workgroups participate in the design of business activities. 

 

Practice 2 Empowered workgroups are formed with a statement of their mission and 
authority for accomplishing it. 

The level of empowerment extended to an empowered workgroup is limited by its interdependen-
cies with other workgroups or organizational entities. Thus, an empowered workgroup’s inde-
pendence in deciding commitments, work methods, etc. is bounded by its need to coordinate de-
pendencies and ensure proper integration among workflow, work products, or business services 
with other organizational entities. The level of empowerment that can be achieved within an or-
ganization is limited by the design of business processes to maximize dependencies within empow-
ered workgroups and minimize those shared with other organizational entities. 

1. Empowered workgroups are established by those who: 

− have responsibility for the business activities assigned to the empowered workgroup, 
− are capable of delegating responsibility and authority to the empowered workgroup, and 
− have reporting responsibility for the individuals assigned to the empowered workgroup. 

2. Empowered workgroups are chartered with a statement of their mission that describes: 

− workgroup purpose and intended contribution to organizational and business objectives, 
− strategic and operational context of the workgroup’s work, 
− assigned responsibilities and expected outputs, 
− anticipated dependencies and interfaces with other organizational entities, 
− extent of the workgroup’s autonomy and authority, 
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− accountability and reporting relationships, and 
− initial level of self-management, if appropriate. 

3. The statement of an empowered workgroup’s mission should be reviewed and updated 
whenever necessitated by changes in business conditions, work processes, or organizational 
structure. 

 

Practice 3 The individual(s) or organizational entity to which an empowered work-
group is accountable provides business objectives and negotiates respon-
sibilities and commitments with the empowered workgroup. 

1. The individual(s) or entity to which the empowered workgroup is accountable provides: 

− objectives and responsibilities to be accomplished by the empowered workgroup, 
− the strategy for how the empowered workgroup’s activities and work products fit in with 

the activities and work products of other workgroups or units, and 
− objective criteria by which empowered workgroup performance is to be evaluated. 

2. The empowered workgroup: 

− reviews and achieves consensus on the objectives and responsibilities assigned to it, 
− plans its business activities and commitments, 
− reviews and achieves consensus on the criteria for evaluating its performance, and 
− negotiates agreements concerning its performance objectives, responsibilities, and com-

mitments as necessary with the individual(s) or entity to which it reports. 
3. The empowered workgroup renegotiates performance objectives, responsibilities, and com-

mitments with the individual(s) or entity to which it reports as necessitated by its perform-
ance against plan or changing business conditions. 

 

Practice 4 Empowered workgroups are delegated the responsibility and authority to 
determine the methods by which they will accomplish their committed work. 

1. Empowered workgroups tailor and integrate competency-based processes, and standard 
methods and procedures for performing common workgroup functions, for performing their 
business activities. 

2. Empowered workgroups assign roles and allocate work among their members. 
3. Empowered workgroups define and coordinate interfaces with other organizational entities 

required to satisfy their commitments and shared dependencies. 
4. Empowered workgroups plan their business activities and commitments, and negotiate in-

consistencies with the individual(s) to whom they are accountable and other organizational 
entities, as necessary. 
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Practice 5 Empowered workgroups use appropriate methods for making decisions on 
their commitments and methods of operation. 

1. Early in the empowered workgroup’s formation, members determine how they are to: 

− allocate authority to roles based on dependencies in the committed work, 
− empower individuals or small groups within the workgroup to take independent action with-

out review or approval by the full workgroup, 
− achieve consensus on plans and commitments, 
− make decisions that arise in the performance of the workgroup’s business activities, 
− negotiate and represent their interests to the individual to whom they are accountable 

and to other organizational entities. 
2. Empowered workgroups periodically review their activities and performance to determine 

whether changes should be made to their decision-making processes. 

 

Practice 6 The organization’s work environment supports the development and per-
formance of empowered workgroups. 

1. Facilities and resources that could enhance empowered workgroup performance are identi-
fied. 

Examples of work environment resources that may enhance the performance of empowered 
workgroups include the following: 

• Public spaces, such as workgroup rooms and conference rooms 

• Offices and spaces close to each other that allow workgroup members to be co-located, 
when possible 

• Groupware or other resources to support the performance of the workgroup 

• Enhanced communications capabilities 
2. Where possible, the facilities and resources identified are made available to enhance empow-

ered workgroup performance. 
3. Within boundaries established by work environment policies, budgets, and regulations, em-

powered workgroups are given the authority to organize and arrange their work environ-
ments to best support their business activities. 

4. Activities to improve the organization’s work environment involve input and review from 
empowered workgroups. 
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Practice 7 The organization’s workforce practices are tailored for use with empowered 
workgroups. 

There are three ways in which workforce practices can be adjusted for use with empowered work-
groups. These are the following: 

• Practices designed for application to individuals can be redesigned for application jointly to 
all members of an empowered workgroup 

• Practices designed for application to a unit can be redesigned for application to an empow-
ered workgroup 

• Guidelines can be developed for further adjusting practices used with empowered work-
groups for more effective application in specific situations 

1. Individuals responsible for coordinating various workforce practices and activities across the 
organization are involved in adjusting these practices for use by empowered workgroups. 

2. Members of empowered workgroups are involved in developing guidelines for adjusting and 
applying workforce practices for use with empowered workgroups. 

3. Human resources or other appropriate professionals are involved in ensuring that all work-
force practices and activities that are adjusted for use with empowered workgroups comply 
with all applicable laws, regulations, and organizational policies. 

 

Practice 8 Responsibility and authority for performing selected workforce activities is 
delegated to empowered workgroups. 

The level of responsibility and authority to be delegated to empowered workgroups for perform-
ing their own workforce activities is a design issue. Organizations generally start by delegating a 
minimal set of workforce practices to empowered workgroups to allow them to gain experience in 
performing these activities. As an empowered workgroup becomes experienced in performing 
some of its own workforce activities, the level of self-management delegated to the workgroup 
can be increased. The rate at which empowered workgroups may successfully absorb responsibil-
ity for self-management may differ among workgroups. The level of delegated self-management 
may also differ by the maturity and experience of each empowered workgroup. For instance, 
long-lived empowered workgroups that interact frequently, such as product development teams, 
are generally delegated greater self-management than short-lived empowered workgroups that 
interact only occasionally, such as problem resolution teams. Since an individual may participate 
in several empowered workgroups, the organization must decide the extent to which each work-
group contributes to workforce activities performed for the individual in areas such as perform-
ance management, compensation, and career development. 

1. Management, in conjunction with human resources, decides how to delegate workforce ac-
tivities to different empowered workgroups: 

− internally by empowered workgroup members, 
− externally by one or more individuals such as project managers, competency managers, 

or human resources professionals, and 
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− through a combination of activities performed by individuals internal and external to the 
empowered workgroup. 

The level of involvement is typically determined by criteria such as the following: 

• the level of privacy that the organization wishes to maintain on personal information 

• standard organizational practice 

• organizational culture 

• laws, regulations, and organizational policies 
2. Workforce practices and activities whose performance may be delegated to empowered 

workgroups include: 

− recruiting for open positions, 
− developing methods and criteria for selecting new members, 
− orienting new members, 
− conducting their internal performance management activities, 
− determining their learning needs and ensuring that these needs, in addition to any development 

needed in the organization’s workforce competencies, are satisfied, 
− participating in compensation decisions, 

Examples of empowered workgroup involvement in compensation activities include the follow-
ing: 

• Using the inputs of empowered workgroup performance management activities in compensa-
tion decisions 

• Recommending adjustments to compensation 

• Mixed responsibility where empowered workgroups have some involvement in compensa-
tion decisions 

• Reviewing compensation decisions 

• Providing feedback on compensation methods and decisions 

• Recommending changes to the compensation strategy or the activities defined for the em-
powered workgroup 

− contributing to strategic workforce planning and the planning of unit workforce activi-
ties, 

− recognizing or rewarding outstanding performance, and 
− performing other workforce practices and activities, as appropriate. 

3. The effectiveness of self-management within each empowered workgroup is evaluated to 
determine: 

− corrective actions to be taken with regard to the empowered workgroup’s performance of 
one or more of the workforce practices delegated to it, 

− the extent to which the empowered workgroup is ready to assume responsibility for per-
forming more of its own workforce practices, and 

− how self-management is working in empowered workgroups across the organization and 
whether any corrective actions should be taken at the organizational level. 



 

337 | CMU/SEI-2009-TR-003 

4. Within guidelines established by the organization, the responsibility and authority delegated 
to empowered workgroups for performing workforce activities is increased over time as em-
powered workgroups become more experienced and effective in self-management. 

− Responsible individual(s) maintain ongoing discussion with empowered workgroups 
about their performance of workforce activities. 

− Members of empowered workgroups are involved in decisions regarding the amount of 
responsibility they are delegated for performing workforce practices. 

 

Practice 9 Empowered workgroups tailor workforce activities delegated to them and 
plan for their adoption. 

Empowered workgroups determine how to conduct the workforce activities delegated to them 
within a context set by how the organization has adjusted its workforce practices for use by em-
powered workgroups. Decisions about how a specific empowered workgroup should conduct its 
workforce activities are reviewed by human resources or other appropriate professionals for com-
pliance with relevant laws, regulations, and organizational policies. 

1. Empowered workgroup members receive the preparation needed to perform their delegated 
workforce activities. 

2. Empowered workgroups define and agree on how they perform their delegated workforce 
activities. 

3. Empowered workgroups plan the integration of delegated workforce activities into their 
planned business activities. 

4. Facilitation is made available to empowered workgroups as needed to assist in performing 
their delegated workforce activities. 

5. When appropriate, an empowered workgroup’s workforce activities are reviewed by human 
resources or other appropriate professionals to ensure they comply with relevant laws, regu-
lations, and organizational policies. 

6. When necessary, corrective action is taken to improve the performance of delegated work-
force activities. 

7. Records of an empowered workgroup’s workforce activities are maintained. 



 

338 | CMU/SEI-2009-TR-003 

 

Practice 10 Empowered workgroups perform the workforce activities delegated to 
them. 

1. Empowered workgroups assign roles as appropriate for participating in the performance of 
its delegated workforce activities. 

2. Empowered workgroups perform workforce activities delegated to them according to their 
plan and adjustments. 

3. Empowered workgroups seek advice from human resources or other appropriate profession-
als, as necessary, to ensure their actions comply with the organization’s policies, procedures 
and relevant laws and regulations. 

4. The performance of workforce activities by empowered workgroups is reviewed or audited, 
as appropriate, to ensure compliance with the organization’s policies, procedures, and rele-
vant laws and regulations. 

 

Practice 11 Empowered workgroups participate in managing their performance. 
1. Empowered workgroups establish their performance objectives. 

An empowered workgroup’s performance objectives should be achievable within the current per-
formance capability of the workgroup. Consequently these objectives should not include perform-
ance targets that require capability improvements beyond what can be achieved by the workgroup 
within the period covered by the objectives. An empowered workgroup’s performance objectives 
are typically based on factors such as the following: 

• The organization’s or unit’s business strategies, performance objectives, and performance 
measures 

• Its mission and assigned responsibilities 

• The needs of its stakeholders and the deliverables or services that meet these needs 

• The individual processes or tasks that must be accomplished 

• Expected contributions of each workgroup member 

• Its effectiveness in interacting with other workgroups or organizational entities 

• Relevant schedule, cost, and quality criteria 

• Relevant performance data, including performance baselines from performing similar proc-
esses or meeting similar objectives 

• Anticipated performance improvements from competency development and related im-
provement activities 

2. Stakeholders in the workgroup’s performance contribute to establishing its performance ob-
jectives and criteria, where appropriate. 

Examples of stakeholders in an empowered workgroup’s performance may include the following: 

• Individual members of the workgroup 
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• Members of other workgroups or organizational entities affected by an empowered work-
group’s performance 

• The individual(s) or organizational entity to whom the empowered workgroup reports 

• Executive management 

• Customers 
3. An empowered workgroup’s performance objectives are consistent with its unit and organ-

izational performance objectives. 
4. Members of empowered workgroups jointly establish their individual performance objec-

tives by: 

− establishing and agreeing to the performance objectives of each of its members, and 
− defining their personal performance objectives to be consistent with the performance ob-

jectives of their workgroup, unit, and the organization. 
5. Empowered workgroups define and use performance measures to evaluate their effectiveness 

and improve their performance. 

Refer to the Quantitative Performance Management process area for practices involved in defin-
ing measures at the workgroup level. 

6. Measures of the performance of an empowered workgroup are: 

− integrated into the performance objectives of each individual member, and 
− periodically reviewed to determine their appropriateness under changing business or or-

ganizational conditions and are revised, if necessary. 
7. Members of empowered workgroups maintain awareness of their performance as individuals 

and as a workgroup. 

Examples of mechanisms for empowered workgroups to maintain awareness of team performance 
include the following: 

• Progress review meetings 

• Performance review meetings 

• Workgroup problem-solving sessions 

• Sessions with a mentor, coach, or facilitator 
8. Workgroup performance is periodically evaluated against established performance objectives 

for individuals and the workgroup. 
9. Empowered workgroups manage the performance of its individual members to achieve 

workgroup performance objectives. 

Refer to Practices 6 through 12 of the Performance Management process area for information re-
garding performance management practices for individual workgroup members. 

10. Members of empowered workgroups openly discuss performance issues and seek solutions 
to these issues. 

11. To the extent these responsibilities have been delegated to them, empowered workgroups: 

− provide formal feedback on performance for each of its members, 



 

340 | CMU/SEI-2009-TR-003 

− provide input to compensation decisions, and 
− manage unsatisfactory performance by its members. 

Practice 12 Adjustments to the compensation of members of empowered workgroups 
are based, in part, on issues related to workgroup performance. 

1. The compensation system is reviewed and adjusted, as needed, to: 

− optimize the relationship of empowered workgroup performance to unit and organiza-
tional performance and of individual performance to empowered workgroup perform-
ance, 

− ensure that workgroup-related adjustments to compensation are having their intended ef-
fect, and 

− ensure that compensation decisions which incorporate workgroup considerations main-
tain equity within the compensation system. 

Examples of the impact of the compensation system on empowered workgroup development and 
performance include the following: 

• Stimulating the development of empowered workgroups 

• Motivating individuals to develop workgroup-based skills 

• Motivating cohesion and coordination among members of the workgroup 

• Aligning individual and workgroup performance 

• Aligning workgroup performance with unit and organizational performance 

• Attracting and retaining appropriately qualified individuals in empowered workgroups 
2. Adjustments to compensation for each member of an empowered workgroup are based, in 

part, on: 

− their individual performance compared to their performance objectives, 
− their overall contribution to the development, functioning, and performance of their 

workgroup, 

Examples of workgroup-related factors that may influence compensation decisions include the 
following: 

• Current capability in workgroup tasks 

• Development of additional capabilities in workgroup tasks 

• Successful completion of activities in personal development plans that are related to work-
group performance 

• Ability to translate capability in workforce competencies into enhanced workgroup perform-
ance 

• Contribution in helping or mentoring others to improve their knowledge, skills, and process 
abilities related to workgroup responsibilities 

− the performance of the empowered workgroup compared to its performance objectives, 
and 
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− the empowered workgroup’s contribution to the achievement of unit and organizational 
performance objectives. 

3. Guidance and assistance for factoring individual contribution to empowered workgroup per-
formance is provided to individuals and workgroups responsible for making compensation 
decisions. 

Examples of practices for factoring empowered workgroup-based incentives into individual com-
pensation include the following: 

• Equal adjustments for all empowered workgroup members based on empowered workgroup 
performance against objectives 

• Equal adjustments for all empowered workgroup members based on empowered workgroup 
contributions to unit or organizational performance 

• Equal adjustments for all empowered workgroup members based on improvements in em-
powered workgroup performance 

• Differential adjustments for individual empowered workgroup members based on each of 
their capabilities and individual contributions to empowered workgroup performance 

• Differential adjustments for each empowered workgroup member based on their contribution 
to the ability of other empowered workgroup members to contribute to empowered work-
group performance 

4. The basis on which contributions to empowered workgroup performance are factored into 
compensation decisions is discussed with each individual. 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and perform-
ance of workforce practices for empowering workgroups. 

Examples of measurements include the following: 

• Rate at which workgroups can be developed into empowered workgroups 

• Amount of time spent in tailoring workforce activities to the organization’s empowered 
workgroup-based practices 

• Rate or progress in tailoring the organization’s workforce activities for empowered work-
group-building application 

• Indicators of the organization’s increased efficiency in performing empowered workgroup-
based workforce activities 

 

Measurement 2 Measurements are made and used to determine the effectiveness of work-
force practices for empowering workgroups. 

Examples of measurements of the effectiveness of empowered workgroup-based workforce prac-
tices include the following: 

• Individual ratings of the effectiveness of empowered workgroup-based workforce practices 

• Improved empowered workgroup coordination and functioning 

• Increased level of motivation and retention resulting from empowered workgroup-based 
staffing, career planning, compensation, and reward practices 

• Increased performance of empowered workgroups over workgroups that have not been em-
powered 

• Improvements over time in the performance of empowered workgroups 

• Increased impact of empowered workgroup performance on unit and organizational per-
formance 
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Verifying Implementation 

Verification 1 A responsible individual(s) verifies that the organization’s workforce prac-
tices for empowering workgroups are conducted according to the organiza-
tion’s documented policies, practices, procedures, and, where appropriate, 
plans; and addresses noncompliance. 

These reviews verify that: 

1. Workforce practices for empowering workgroups comply with the organization’s policies 
and stated values. 

2. Workforce practices for empowering workgroups comply with relevant laws and regulations. 
3. Workforce practices and activities for empowering workgroups are performed according to 

the organization’s documented practices and procedures. 
4. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the organization’s Empow-
ered Workgroups activities, status, and results; and resolves issues. 

These reviews verify: 

1. Appropriateness of workforce practices for empowering workgroups at the organizational 
and unit levels. 

2. Progress in performing workforce practices for empowering workgroups. 
3. Results from reviews of workforce practices and activities for empowering workgroups. 

Refer to Verification 1 for information regarding reviews of workforce practices and activities for 
empowering workgroups to ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 
4. Status of resolution of noncompliance issues. 
5. Trends related to workforce activities for empowering workgroups. 
6. The organization’s effectiveness in implementing workforce practices for empowering 

workgroups. 
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Verification 3 The definition and use of empowered workgroup performance data are 
periodically audited for compliance with organizational policies. 

Organizational policies which may apply could include human resource, human capital, informa-
tion security, confidentiality, privacy, or data disclosure policies. 

1. Definitions of workgroup performance data are reviewed for compliance with organizational 
policies. 

The data definitions define what data is to be collected, aggregated, and used. They are not the 
data values themselves. For example, performance measures or performance ratings could be a 
component of a data definition, but the specific measure or rating would be a specific data value 
for an instance of workgroup performance data. 

2. Periodic audits ensure that workgroup performance data are accessed and used in accordance 
with organizational policies. 

These audits may be accomplished through reviews of ongoing reporting, such as system access 
and use monitoring reports, and auditing to ensure compliance with relevant information security 
standards and organizational policies. 

System access and use monitoring ensures that the data are accessed only by authorized individu-
als, while compliance auditing ensures that these individuals perform appropriate procedures in 
compliance with organizational policies and standards. 
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Competency-Based Assets 

A process area at Maturity Level 4: Predictable 

Purpose 

The purpose of Competency-Based Assets is to capture the knowledge, experience, and artifacts 
developed in performing competency-based processes for use in enhancing capability and per-
formance. 

Description 

A competency-based asset captures the knowledge, experience, or artifacts developed in perform-
ing competency-based processes within an organization. A competency-based asset is a bundle of 
information or an artifact that has been prepared in standard format and made available for wide-
spread use. As an organizational asset, it becomes a component of one or more workforce compe-
tencies. The concept of a workforce competency is expanded at the Predictable Level to include 
not just the knowledge, skills, and process abilities of individuals and workgroups, but also the 
accumulated assets that can be reused by other members of their competency community. Thus, 
competency-based assets include many of the concepts discussed in areas such as knowledge 
management, learning organizations, or reusable product components. The representation of com-
petency-based assets for future deployment is determined by standards set by the organization or 
within a specific workforce competency. 

At lower maturity levels, competency-based knowledge is typically shared by person-to-person 
communication, interactions within a community of competence, training, or searching through 
unstructured historical records or repositories. Competency-Based Assets builds on these practices 
by encouraging individuals and workgroups to capture, formalize, and share the information and 
artifacts they develop while performing competency-based processes. Thus, Competency-Based 
Assets supports the transfer of knowledge and experience across communities of competence.  

Selected bundles of information or artifacts, chosen for their ability to enhance performance, are 
organized into competency-based assets. Investments in competency-based assets are expected to 
produce a return by improving performance or other defined business benefits. These compe-
tency-based assets are integrated into competency-based processes for use in performing business 
activities. Information on the use of these assets is also captured. Competency-based assets are 
incorporated into competency development activities, and mentoring activities are structured to 
deploy them. Competency-based assets are made available for use through information and com-
munication technology. Workforce practices and activities are adjusted to encourage the devel-
opment and use of competency-based assets. 
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Goals 

Goal 1 The knowledge, experience, and artifacts resulting from performing com-
petency-based processes are developed into competency-based assets. 

Goal 2 Competency-based assets are deployed and used. 

Goal 3 Workforce practices and activities encourage and support the develop-
ment and use of competency-based assets. 

Goal 4 Competency-Based Assets practices are institutionalized to ensure they 
are performed as defined organizational processes. 

 

Commitment to Perform 

Commitment 1 The organization’s stated values encourage knowledge sharing between 
individuals and workgroups, when appropriate. 

Refer to Commitment 1 of the Communication and Coordination process area for information 
regarding the establishment and communication of organizational values and the types of the 
workforce issues that might be covered in the organization’s stated values. Also refer to Commit-
ment 1 of the Participatory Culture process area for information regarding extending these core 
values to address open communication and participation in decision making by individuals and 
workgroups. 

 

Commitment 2 The organization establishes and maintains a documented policy for de-
veloping and using competency-based assets. 

Issues typically addressed in the policy include: 

1. Competency-Based Assets activities, including capturing and exploiting the competency-
based assets of the organization, serve its business objectives and stated values. 

2. Knowledge, experience, and artifacts gained from performing competency-based processes 
are captured and retained for use. 

3. Competency-based knowledge, experience, and artifacts are incorporated into competency 
development and business activities. 

4. Workforce practices are adjusted to motivate capturing and exploiting competency-based 
knowledge, experience, and artifacts. 

5. Appropriate professionals are involved, as needed, in ensuring that activities involved in cap-
turing and exploiting the organization’s competency-based assets comply with any contracts 
or similar agreements with other organizations regarding any of these assets. 

6. Workforce practices and activities relating to the development and use of competency-based 
assets comply with relevant laws, regulations, and organizational policies. 
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Human resources or other appropriate professionals are consulted to ensure that the activities in-
volved in capturing and exploiting the organization’s competency-based assets comply with rele-
vant laws, regulations, and organizational policies. 

 

Commitment 3 An organizational role(s) is assigned responsibility for coordinating across 
the organization the activities involved in capturing and reusing compe-
tency-based assets. 

Examples of individuals who might coordinate various Competency-Based Assets activities in-
clude the following: 

• Operational managers and executives 

• Knowledge officers or managers 

• Quality, efficiency, or performance experts 

• Human resources or other appropriate professionals 

• Training or development groups 

• Competency ownership groups 

• Information technology specialists 

• Measurement or process improvement groups 
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Ability to Perform 

Ability 1 Within each unit, an individual(s) is assigned responsibility and authority 
for ensuring that members of the unit participate in capturing and using 
competency-based assets, as appropriate. 

Examples of responsibilities to be performed within units include the following: 

• Ensuring that knowledge, experience, and artifacts are captured from performing compe-
tency-based or interdisciplinary processes 

• Competency-based assets are used in performing the unit’s business activities 

• Workforce activities within the unit motivate the capture and exploitation of competency-
based assets 

 

Ability 2 A responsible individual(s) coordinates the activities for capturing and us-
ing competency-based assets within each workforce competency. 

Ability 3 Adequate resources are provided for capturing and using competency-
based assets. 

1. The organization’s workforce competencies have been defined. 

Refer to the Competency Analysis process area for the information regarding defining workforce 
competencies. 

2. The competency development plans for the organization’s workforce competencies are made 
available. 

Refer to Practices 2, 3, 4, and 5 of the Workforce Planning process area for information regarding 
establishing and maintaining the organization’s competency development plans. 

3. Experienced individuals with appropriate expertise are available to advise and assist in cap-
turing, representing, retaining, and exploiting competency-based knowledge, experience, and 
artifacts. 

Examples of individuals with appropriate expertise include the following: 

• Subject matter experts 

• Knowledge management professionals 

• Professionals with expertise in the structure and components of the organization’s products 
or services 

• Mentors or coaches 
4. Adequate resources are provided for capturing and exploiting competency-based assets, in-

cluding resources such as: 

− the technology needed for capturing or exploiting competency-based assets, including 
information technology for storing, processing, or presenting the organization’s compe-



 

349 | CMU/SEI-2009-TR-003 

tency-based assets and communication technology for generating or sharing the organi-
zation’s competency-based assets; 

− search and presentation technology for using the organization’s competency-based assets 
in competency development and the performance of business activities; 

− tools and methods for incorporating the organization’s competency-based assets into its 
business activities; and 

− training needed to exploit the organization’s competency-based assets. 
5. Adequate funding is available for capturing and exploiting competency-based assets. 
6. Adequate time is made available for capturing and exploiting competency-based assets, in-

cluding: 

− the effort of those whose knowledge, experience, or artifacts are being captured, and 
− the effort of those who facilitate the capture and exploitation of competency-based 

knowledge, experience, or artifacts. 

 

Ability 4 Those responsible for various tasks involved in developing and deploying 
the organization’s competency-based assets develop the knowledge, 
skills, and process abilities needed to perform their responsibilities. 

Learning opportunities are provided in techniques for capturing and reusing the organization’s 
competency-based assets that include topics such as: 

− capturing competency-based assets, 
− representing and packaging competency-based assets for reuse, 
− disseminating competency-based assets, 
− assisting individuals and workgroups in sharing competency-based assets, 
− storing and retrieving competency-based assets, 
− building repositories of competency-based assets, 
− integrating competency-based assets into competency-based processes, and 
− developing and exploiting the organization’s intellectual capital. 

 

Ability 5 Individuals involved in capturing or using competency-based assets de-
velop the knowledge, skills, and process abilities needed to perform their 
responsibilities. 

1. Individuals and workgroups are prepared in methods for capturing knowledge, experience, 
and artifacts that result from performing competency-based or integrated multidisciplinary 
processes. 

2. Individuals and workgroups are prepared in methods for sharing the knowledge, experience, 
and artifacts that result from performing competency-based or integrated multidisciplinary 
processes with others who might benefit from them. 

3. Individuals and workgroups are prepared in methods for using competency-based assets in 
performing their business activities. 
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Ability 6 The practices and procedures for capturing or using competency-based 
assets are defined and documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for coordinating Competency-Based Assets activi-
ties across the organization ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing Competency-Based Assets practices are captured to support 
the future use and improvement of the organization’s practices. 
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Practices Performed 

Practice 1 Individuals and workgroups capture and retain information and artifacts 
that emerge from performing competency-based processes. 

1. Competency-based processes are augmented with tasks for capturing information and arti-
facts developed while performing business activities. 

Refer to Practice 8 of the Competency Development process area for practices that encourage the 
capture of competency-based experience and information. At the Defined Level, the capture of 
this experience and information is less formal and may not be included in the definition of compe-
tency-based processes. However, at the Predictable Level, the capture of competency-based in-
formation and artifacts is formalized and becomes an ordinary part of the competency-based proc-
esses. 

Examples of tasks that can be augmented for capturing information and artifacts include the fol-
lowing: 

• Postmortem reviews and analyses of projects 

• Phase-end reviews 

• Lessons learned sessions 

• Opportunities for improvement sessions 

• Process improvement or quality circle meetings 

• Debriefings 

• Shift or workgroup handoffs 

• Progress reporting mechanisms 
2. Information that can contribute to the knowledge, skills, or process abilities of workforce 

competencies is captured and retained. 

At the end of tasks, assignments, phases, projects, or other discrete units of work, individuals and 
workgroups expend effort in capturing information learned through experience that may be useful 
in performing future business activities. Refer to Practice 15 of the Workgroup Development 
process area for practices relating to the capture of workgroup assets when workgroups are dis-
banded. 

Some of this information is quantitative. Refer to the Quantitative Performance Management 
process area for practices involving the establishment and use of process measures. Examples of 
qualitative information that might be captured include the following: 

• Unexpected events or results 

• Variation in results under different conditions 

• Factors that affect processes or their results 

• Improvements in methods or processes 

• Means for reducing variation in process or result 

• Relationships between parameters such as effort, schedule, cost, and quality 
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• Opportunities for innovation in product or process 

• Rationale for decisions and their outcomes 

• Customer habits or preferences 
3. Artifacts developed while performing competency-based processes are retained. 

Artifacts are retained in repositories appropriate to the type of competency-based processes that 
produced them. Examples of artifacts that might be retained include the following: 

• Design documents 

• Templates for designing solutions 

• Documentation of products or internal systems 

• Plans 

• Process descriptions 

• Notebooks 

• Presentations 

• Audit reports, lessons learned, or postmortem reports 

• Test results 

• Minutes and other records from meetings 

 

Practice 2 Communication vehicles are established to support the sharing of compe-
tency-based information and artifacts within and among competency com-
munities. 

Not all information and artifacts developed through performing competency-based processes are 
selected for treatment as a competency-based asset. Nevertheless, some information or artifacts 
may be valuable to others in a competency community. Individuals and workgroups are encour-
aged to capture and share information and artifacts informally when they believe others could 
benefit. In this case, the organization provides communications vehicles, but remains passive with 
regard to how information and artifacts are represented and shared. As a result, these information 
and artifacts are a local, rather than an organizational, asset. When a bundle of information or an 
artifact experiences widespread use, it becomes an organizational asset. Informal usage patterns 
may provide valuable guidance in setting strategies and selection standards for developing organ-
izational competency-based assets. 

Examples of communication vehicles to support sharing include the following: 

• Email 

• Electronic bulletin boards 

• Lessons learned repositories 

• Knowledge management systems 

• Intranets 

• Video-conferencing 
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• Periodic meetings or forums 

• Mentoring or coaching 

• Communication between members of a competency community 

 

Practice 3 A strategy for developing and deploying competency-based assets is cre-
ated for each affected workforce competency. 

1. The organization identifies the workforce competencies where the capture, development, and 
use of competency-based assets are determined to have sufficient business benefits. 

Strategies for developing competency-based assets are generally specific to each workforce com-
petency, but may incorporate elements related to programs, product lines, or the entire organiza-
tion. Creating competency-based assets for some workforce competencies may not be judged to 
have sufficient business benefit to justify inclusion in the strategy. Thus, the strategies and result-
ing activities may target selected workforce competencies to achieve specific business benefits. 

Examples of business benefits to be achieved through the development of competency-based as-
sets include: 

• Improved performance of individuals, workgroups, or business units 

• Enhanced development of individuals or workgroups 

• Improvements to competency-based processes through their coupling with relevant compe-
tency-based assets 

• Value to customers 

• Contribution to the asset value of the organization 
2. For each affected workforce competency, a strategy for competency-based assets is estab-

lished and maintained. 

Examples of issues to be covered in the strategy for competency-based assets within each affected 
workforce competency include the following: 

• Identification of the business objectives addressed through developing competency-based 
assets 

• How the creation of competency-based assets within this workforce competency serves or-
ganizational objectives 

• Identification of the mechanisms for acquiring source material for competency-based assets 

• Guidelines and criteria for selecting information and artifacts to be incorporated into compe-
tency-based assets 

• Methods for developing competency-based assets 

• Organization-level or workforce competency-level standards to which competency-based 
assets must comply 

• Methods for deploying competency-based assets 

• Plans for incorporating competency-based assets into competency development activities 
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• Approaches for using competency communities for development and deployment of compe-
tency-based assets 

• How workforce practices are adjusted to motivate contribution to, and use of, competency-
based assets 

3. Within each workforce competency, guidelines and criteria are established for deciding 
which bundles of information and artifacts are sufficiently valuable to be developed into 
competency-based assets. 

Competency-based assets are products typically developed for users internal to the organization. 
Occasionally, external users may have access to competency-based assets. Since these assets are 
expected to produce value for the organization, they are developed with process standards similar 
to those used for developing products provided to customers. Quality and other standards may 
differ from those applied to external products or services since they must be adjusted to be appro-
priate for internal use. 

Examples of guidelines and criteria for selecting competency-based assets to be developed in-
clude the following: 

• a knowledge management strategy 

• enhanced ability to achieve business objectives or competitive advantage 

• value for increasing the knowledge, skill, or process abilities of others in the competency 
community 

• ability to improve the performance of individuals or workgroups within the competency 
community 

• ability to reuse assets in future business activities 

• ability to reduce effort or increase quality 

• value to members of the organization outside the competency community 
4. Standards for representing competency-based assets are established at either the workforce 

competency level or at the organizational level. 

Standards for representing competency-based assets include the following: 

• Standards for terminology and use 

• Requirements for completeness, correctness, and other quality attributes 

• Semantic structure and organization 

• Representation of content 

• Format for storage and presentation 

• Archiving and access methods 
5. Methods and processes are defined for: 

− capturing competency-based assets, 
− sharing competency-based assets, and 
− using competency-based assets. 
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6. The strategy, guidelines, and standards for selecting and developing competency-based as-
sets are communicated to each competency community. 

7. Responsibilities are assigned for acquiring, developing, deploying, and maintaining compe-
tency-based assets. 

 

Practice 4 Selected components of competency-based information and artifacts are 
organized into competency-based assets and made available for use. 

1. Information and artifacts produced within a competency community are selected according 
to appropriate standards and criteria for incorporation into competency-based assets. 

2. Responsible individuals or workgroups transform information and artifacts into competency-
based assets using appropriate methods and complying with relevant standards. 

3. Competency-based assets are made available for use. 

Refer to Practice 7 of the Competency Development process area for information regarding com-
munication vehicles within a competency community. 

Examples of mechanisms for deploying competency-based assets for use include the following: 

• Intranets and other electronic media 

• Asset repositories containing text, graphics, video, audio, or other forms of information 

• Remote communication access methods 

• Best practices networks 

• Competency development materials 

• Integration into competency-based processes 

• Integration into product development or service delivery technology 
4. Version control is established for competency-based assets. 

Examples of issues to be addressed in establishing version control include the following: 

• Identification of assets to be placed under version control 

• Methods for logging problems or defects in the assets 

• Change control procedures 

• Mechanisms for releasing assets 

• Mechanisms for tracking or auditing the status of an asset 

• Mechanisms for maintaining multiple versions of an asset for different uses 
5. When competency-based information and artifacts are developed into competency-based 

assets, actions are taken to ensure they are consistent with workforce competency descrip-
tions. 
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Practice 5 Competency-based assets are updated to reflect periodic revisions in the 
knowledge, skills, and process abilities constituting workforce competencies. 

1. Actions are taken to ensure competency-based assets are consistent with definitions of the 
knowledge, skills, and process abilities constituting workforce competencies: 

− Competency-based assets are periodically reviewed to ensure they are consistent with 
workforce competency descriptions. 

− When revisions are made to workforce competency descriptions, related competency-
based assets are revised as necessary to maintain consistency. 

− Information and artifacts captured from performing competency-based processes are re-
viewed to discover if they indicate needed revisions to workforce competency descrip-
tions. 

2. When appropriate, competency-based assets are incorporated into continuing revisions of 
workforce competencies. 

Refer to Practices 4 and 5 of the Competency Analysis process area for information regarding 
updating workforce competency descriptions and competency-based processes. Refer also to 
Practice 12 of the Competency Integration process area for information regarding updating inte-
grated competency-based processes. 

3. Competency-based assets are periodically reviewed for currency and are modified or re-
moved when appropriate. 

4. When appropriate, competency communities are involved in the process of maintaining and 
validating for use competency-based assets relevant to their workforce competencies. 

 

Practice 6 Competency-based assets are integrated into competency-based processes 
and related technologies, as appropriate. 

Examples of incorporating competency-based assets into competency-based processes and related 
technologies include the following: 

• Revisions to processes based on knowledge of more innovative or efficient practices 

• Use of new artifacts (e.g., decision aids, templates for planning or design, reusable product 
components, trouble-shooting guides, customized service guides) for performing compe-
tency-based processes 

• Automatic production or coordination of artifacts in the process flow for development or 
service delivery 

• Immediate access to knowledge or information relevant to the performance of a competency-
based or integrated competency-based process 

1. Those responsible for developing and deploying competency-based assets evaluate the defi-
nition of competency-based processes to identify adjustments that will support incorporating 
these assets into standard work practices and business activities. 

2. Workforce competency descriptions are revised to incorporate competency-based assets. 
These revisions may include: 
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− revisions of competency-based processes based on knowledge embodied in the asset or 
required for using the asset, or 

− descriptions of the knowledge and skills embodied in the assets or required for using the 
assets. 

3. Technologies are adjusted to deploy competency-based assets. These adjustments may in-
clude: 

− electronically accessible repositories of competency-based assets, 
− search tools for finding relevant competency-based assets, 
− presentation media for displaying competency-based assets through means appropriate 

to the their most effective timing and use, 
− communication technology for deploying competency-based assets remotely, and 
− security mechanisms to ensure the protection and appropriate use of the organization’s 

competency-based assets. 
4. The incorporation of competency-based assets into competency-based processes is commu-

nicated to the competency communities affected. 

 

Practice 7 Individuals and workgroups use competency-based assets in performing 
their business activities. 

1. Individuals and workgroups receive preparation to incorporate competency-based assets into 
their performance of competency-based processes. 

2. Individuals and workgroups plan (or replan) their committed work to incorporate compe-
tency-based assets where appropriate. 

3. Assistance or mentoring is available to individuals or workgroups using competency-based 
assets. 

 

Practice 8 Information resulting from the use of competency-based assets is captured 
and made available. 

1. Information is captured on the use of competency-based assets. 

Examples of information on the use of competency-based assets include the following: 

• How the asset was used and any tailoring needed to accommodate its use 

• New information learned or developed through using the asset 

• Extensions or new assets developed through use of the asset 

• Effort, cost, schedule, or other resource needs experienced from using the asset 

• Knowledge, skills, or process abilities gained through using the asset 

• Performance results achieved using the asset 

• Problems experienced in using the asset 

• Improvements needed to better utilize the asset 
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2. Information on experiences using competency-based assets is organized and made available 
for use. 

Information on experiences using competency-based assets can be incorporated into repositories, 
intranets, or other vehicles through which competency-based assets are accessed. Examples of 
how this information can be used include the following: 

• Guidelines for using the asset effectively 

• Sources of assistance or mentoring in using the asset 

• Accuracy of information contained in the asset 

• Evaluations of the appropriateness of an asset in different situations 

• Expectations about the benefits or results to be gained from using an asset 

• Methods for enhancing or expanding an asset 

• Limitations of an asset 
3. Information characterizing the use of competency-based assets is used in revising or expand-

ing these assets. 

 

Practice 9 Competency development activities incorporate competency-based assets. 
1. Programs of training and development in each of the organization’s workforce competencies 

incorporate competency-based assets in the learning opportunities offered to individuals and 
workgroups. 

2. Some learning activities are explicitly designed to impart the information contained in com-
petency-based assets. 

3. Competency-based assets are tailored as necessary to become effective components of the 
organization’s competency development plans and activities. 

 

Practice 10 Mentoring or coaching activities are organized to deploy competency-based 
assets. 

The basis for mentoring using competency-based assets at the Predictable Level is in making use 
of the process assets created in Practices 4 and 9 to support mentoring or coaching activities. 
Mentoring or coaching activities are organized to deploy competency-based assets. Thus, mentor-
ing becomes a formal means of transferring a defined content of the knowledge, skills, and proc-
ess abilities, typically contained in competency-based assets, to individuals and groups throughout 
the organization as an advanced form of competency development. Mentoring practices are more 
fully described in the Mentoring process area. 

1. Within each workforce competency for which mentoring is appropriate, a mentoring process 
is defined to a level sufficient to ensure that those being mentored develop the appropriate 
level of competency. 
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Refer to the Mentoring process area for components of a mentoring process. At the Defined 
Level, mentors and those they mentor are allowed to develop these relationships according to 
what they believe would be most effective. However, at the Predictable Level, the process is made 
sufficiently formal to ensure that mentors are consistent in the capabilities imparted to those being 
mentored. 

2. Mentors receive preparation for imparting the documented knowledge, skills, and process 
abilities using a defined mentoring process. 

3. Mentoring practices and activities are periodically reviewed to identify needed improve-
ments or opportunities for better exploiting competency-based assets. 

 

Practice 11 Workforce practices and activities encourage and support the development 
and use of competency-based assets. 

 
 

1. Where appropriate, decisions concerning staffing and work assignments are adjusted to 
identify individuals with the greatest potential for contributing to and using compe-
tency-based assets. 

2. Performance management practices and activities are adjusted to consider the contribution 
to, and use of, competency-based assets. 

− Performance objectives at both the unit and individual levels include contribution to, and 
use of, competency-based assets. 

− Ongoing discussions of work performance include feedback on an individual or work-
group’s contribution to, or use of, competency-based assets. 

− Each individual or workgroup’s performance is assessed, in part, against contribution to, 
or use of, competency-based assets. 

− Individuals and workgroups are recognized or rewarded for outstanding contribution to, 
or use of, competency-based assets. 

3. The work environment is adjusted, as appropriate, to encourage or support the contribution 
to, or use of, competency-based assets. 

 

Practice 12 Compensation practices and activities are defined and performed to moti-
vate the development and use of competency-based assets. 

1. The compensation system is adjusted, as needed, to motivate the development and use of 
competency-based assets. 

2. Guidance and assistance for factoring the development and use of competency-based assets 
into compensation decisions is provided to individuals responsible for compensation deci-
sions. 

3. The basis on which the development and use of competency-based assets are factored into 
compensation decisions is discussed with each individual. 
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4. Individual compensation decisions affected by the development and use of competency-
based assets are reviewed to ensure they maintain equity in the compensation system. 

5. The compensation system is periodically reviewed and adjusted to improve its influence on 
the development and use of competency-based assets. 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and performance 
of activities for contributing to and using competency-based assets. 

Examples of measurements include the following: 

• The rate and type of competency-based assets being captured 

• Progress in packaging knowledge, experience, and artifacts into forms fit for dissemination 
and reuse 

• The rate at which competency-based assets are disseminated through different sources 

• The rate at which different repositories of competency-based assets grow and are accessed 

• The rate at which competency-based assets are accessed 

• The rate at which competency-based assets are incorporated into competency-based proc-
esses 

• The number of times each competency-based asset has been used 

 

Measurement 2 Measurements are made and used to determine the effectiveness of compe-
tency-based assets on improving competencies and performance. 

Examples of measurements of the effectiveness of competency-based assets include the follow-
ing: 

• Their effect on improving the rate of developing workforce competencies at the individual, 
workgroup, or organizational levels 

• Improved performance results at the individual, workgroup, unit, or organizational levels 

• Improved performance capability at the individual, workgroup, unit, or organizational levels 

• Increased motivation or retention 

• Return on investments in competency-based assets because of improved performance results 
or other defined business benefits 

• Increased value of business assets 
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Verifying Implementation 

Verification 1 A responsible individual(s) verifies that the organization’s activities for devel-
oping and using competency-based assets are conducted according to the 
organization’s documented policies, practices, procedures, and, where ap-
propriate, plans; and addresses noncompliance. 

These reviews verify that: 

1. The capture and use of competency-based assets comply with the organization’s policies and 
stated values. 

2. The capture and use of competency-based assets comply with relevant laws and regulations. 
3. Competency-Based Assets activities are performed according to the organization’s docu-

mented practices and procedures. 
4. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the Competency-Based Assets 
activities, status, and results; and resolves issues. 

These reviews verify: 

1. The appropriateness of activities for capturing and using competency-based assets at the or-
ganizational and unit levels. 

2. Progress in capturing and using competency-based assets. 
3. Results from reviews of Competency-Based Assets practices and activities. 

Refer to Verification 1 for information regarding reviews of Competency-Based Assets activities 
to ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 
4. Status of resolution of noncompliance issues. 
5. Trends related to capturing and using competency-based assets. 
6. The organization’s effectiveness in capturing and using competency-based assets. 

 

Verification 3 The definition and use of competency-based assets measures and informa-
tion are periodically audited for compliance with organizational policies. 

Organizational policies which may apply could include human resource, human capital, informa-
tion security, confidentiality, privacy, or data disclosure policies. 

1. Definitions of competency-based assets measures and information are reviewed for compli-
ance with organizational policies. 
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The data definitions define what data is to be collected, aggregated, and used. They are not the 
data values themselves. For example, reuse measures for competency-based assets could be a 
component of a data definition, but number of accesses per month or rate of growth in accesses 
per category would be specific data values for instances of reuse measures for competency-based 
assets. 

2. Periodic audits ensure that competency-based assets measures and information are accessed 
and used in accordance with organizational policies. 

These audits may be accomplished through reviews of ongoing reporting, such as system access 
and use monitoring reports, and auditing to ensure compliance with relevant information security 
standards and organizational policies. 

System access and use monitoring ensures that the data are accessed only by authorized individu-
als, while compliance auditing ensures that these individuals perform appropriate procedures in 
compliance with organizational policies and standards. 
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Quantitative Performance Management 

A process area at Maturity Level 4: Predicable 

Purpose 

The purpose of Quantitative Performance Management is to predict and manage the capability of 
competency-based processes for achieving measurable performance objectives. 

Description 

At the Predictable Level, the organization strengthens its management of performance, by begin-
ning to manage its most important competency-based processes by the analysis of performance 
data. Quantitative Performance Management practices are consistent with programs such as Six 
Sigma [Harry 00, Pande 00], and Lean [Womack 03] that seek to install a discipline of quantita-
tive process analysis into the management of an organization’s business activities. Not all busi-
ness activities need to be managed quantitatively, but those with the strongest influence or control 
over important business outcomes should be candidates for the practices of this process area. 

Measurable performance objectives are established for units and are then allocated to individuals 
and workgroups. Workgroups establish their measurable performance objectives. Individuals and 
workgroups determine which competency-based processes contribute most to achieving unit ob-
jectives and set measurable objectives for the performance of these processes. Committed work is 
estimated and planned using process performance baselines developed from past performance of 
the relevant competency-based processes. 

A quantitative performance management strategy is developed for identifying, measuring, and 
analyzing the performance of the competency-based processes that most contribute to achieving 
unit objectives. Performance data are collected and analyzed according to this strategy. The per-
formance of these competency-based processes is managed quantitatively. Corrective actions are 
taken when the performance of competency-based processes deviates significantly from perform-
ance objectives. Performance data are captured for future use and are used in performing selected 
workforce practices and activities. 

 

Goals 

Goal 1 Measurable performance objectives are established for competency-based 
processes that most contribute to achieving performance objectives. 

Goal 2 The performance of competency-based processes is managed quantita-
tively. 

Goal 3 Quantitative Performance Management practices are institutionalized to en-
sure they are performed as defined organizational processes. 
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Commitment to Perform 

Commitment 1 The organization establishes and maintains a documented policy for con-
ducting Quantitative Performance Management activities. 

Issues typically addressed in the policy include: 

1. The organization is committed to continuous improvement by measuring and managing per-
formance results at the individual, workgroup, and unit levels. 

2. The organization’s Quantitative Performance Management activities serve the business ob-
jectives and stated values of the organization. 

3. Measurable and achievable objectives are established for those aspects of performance at the 
individual, workgroup, and unit levels that are most closely related to the organization’s 
business objectives. 

4. Performance against measurable objectives is analyzed and reported. 
5. Responsibilities for Quantitative Performance Management activities are defined and as-

signed to appropriate roles. 
6. Results of Quantitative Performance Management analyses are used in managing perform-

ance and adjusting workforce activities. 
7. Quantitative Performance Management practices and activities comply with relevant laws, 

regulations, and organizational policies. 

Human resources or other appropriate professionals are consulted to ensure that collection, use, 
and access to performance data complies with relevant laws, regulations, and organizational poli-
cies. 

 

Commitment 2 An organizational role(s) is assigned responsibility for coordinating Quantita-
tive Performance Management activities across the organization. 

Performance is a management responsibility. The responsibility for coordinating performance 
across the organization is a responsibility of executive management. The organizational role as-
signed responsibility for coordinating performance across the organization must either be an ex-
ecutive role, or a role acting on behalf of, and in close coordination, with executive management. 
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Ability to Perform 

Ability 1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that Quantitative Performance Management activities are per-
formed. 

This responsibility should be coordinated with performance management responsibilities assigned 
in Ability 1 of the Performance Management process area. 

 

Ability 2 Adequate resources are provided for performing Quantitative Performance 
Management activities. 

1. The organization makes available business objectives that can be decomposed to establish 
measurable performance objectives at the unit level. 

Examples of the business objectives that might be a source for Quantitative Performance Man-
agement activities include the following: 

• Improving quality as measured or perceived by the customer 

• Reducing maintenance or service costs 

• Shortening delivery schedules or response times 

• Improving productivity, yield, or profits 

• Accelerating innovation 

• Improving coordination or efficiency among organizational units 
2. Measurements of performance are collected and made available for analysis. 

The initial measurements required to support this practice were defined in the Performance Man-
agement, Workgroup Development, Competency Integration, and Empowered Workgroups proc-
ess areas. As Quantitative Performance Management activities mature, additional or refined 
measures may be defined. 

3. Process performance baselines for critical competency-based processes are made available 
for use in performing quantitative management activities. 

Refer to Practice 7 of the Organizational Capability Management process area for information 
regarding developing process performance baselines for critical competency-based processes. 

4. Experienced individuals with appropriate expertise are available to help individuals, work-
groups, and those responsible for unit performance analyze and use quantitative performance 
results to: 

− understand and predict performance, 
− improve performance, and 
− adjust performance-based practices and activities. 

5. Resources for supporting Quantitative Performance Management activities are made avail-
able. 
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Examples of resources to support Quantitative Performance Management activities include the 
following: 

• Plotting and graphing tools 

• Statistical analysis packages 

• Spreadsheets 

• Performance assessment instruments 

• Databases and other repositories 

• Textual and graphical reporting tools 
6. Funding to accomplish Quantitative Performance Management activities is made available. 
7. Adequate time is made available for performing Quantitative Performance Management ac-

tivities. 

 

Ability 3 Individuals who participate in Quantitative Performance Management activi-
ties develop the knowledge, skills, and process abilities needed to perform 
their responsibilities. 

1. Those who provide performance data receive orientation on the definitions of performance 
data and the use of these performance data in analyses. 

2. Those who receive quantitative performance management analyses receive orientation in 
how the results were generated and how to interpret them. 

3. All individuals who are responsible for adjusting performance-related workforce practices 
receive preparation in how to make such adjustments. 

4. All individuals or workgroups who use performance data to understand or improve their per-
formance receive orientation in the proper interpretation and use of these data. 

 

Ability 4 The practices and procedures for performing Quantitative Performance 
Management are defined and documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for coordinating Quantitative Performance Management 
activities across the organization ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 
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4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing Quantitative Performance Management practices are captured 
to support the future use and improvement of the organization’s practices. 

 

Practices Performed 

Practice 1 The quantitative performance objectives required to achieve organizational 
business objectives are defined. 

The organization may define two types of performance objectives for achieving business objec-
tives. Under challenging circumstances, the business objectives set by executive management may 
be beyond the current performance capability of the organization’s units, workforce competen-
cies, and competency-based processes. When there is a gap between current capabilities and the 
capabilities required to achieve business objectives, the organization must determine whether they 
can be achieved through near-term improvements during the performance period. If near-term 
improvements cannot close capability gaps, then these performance objectives should be estab-
lished as improvement objectives to be addressed by process areas at the Optimizing Level rather 
than as targets for quantitative performance management at the Predictable Level. 

The process areas at the Optimizing Level are designed to close gaps between current perform-
ance capabilities and enhanced performance capabilities achieved by accomplishing individual, 
workgroup, or organizational improvement objectives. In contrast, Quantitative Performance 
Management is designed to establish quantitative control over the current performance capabili-
ties of organizational units, workforce competencies, and competency-based processes. When 
individuals, workgroups, or work units are held accountable for performance objectives that ex-
ceed their capability and reasonable expectations for near-term improvement, they have been set 
up for failure. In extreme cases their performance can devolve back to that at lower maturity lev-
els because they sacrifice disciplined competency-based processes in an attempt to satisfy un-
achievable objectives. For this reason the organization's quantitative performance objectives that 
are to be passed to units or workgroups should be achievable within current performance capabili-
ties or the capabilities that can be achieved by near-term improvements. 

Performing within current capability is the responsibility of individuals, workgroups, and work 
units. Taking the actions required to achieve near term performance improvements is also the re-
sponsibility of individuals, workgroups, and work units. Closing gaps between current and re-
quired future organizational capability is the responsibility of executive management and should 
be addressed using the process areas at the Optimizing Level. When business conditions necessi-
tate that executive management set organizational performance objectives that are beyond the ca-
pabilities of organizational units, workforce competencies, and competency-based processes, then 
executive management must accept responsibility for risks involved. 

1. The organization’s business objectives are analyzed to identify the quantitative performance 
objectives required to achieve them. 

Performance objectives that are beyond the current performance capabilities of the organization’s 
units, workforce competencies, and competency-based processes, even when enhanced by near-
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term improvements, are established as improvement objectives to be addressed by Level 5 process 
areas. 

2. The organization sets quantitative performance objectives that are: 

− achievable within the current or near-term capability of the organization’s units, work-
force competencies, and competency-based processes; 

− decomposed as necessary to allocate them to units, workgroups, workforce competen-
cies, or other organizational entities; 

− revised, when necessitated by business strategy or conditions; and 
− communicated to units. 

3. Feedback is obtained from units on their ability to translate organizational performance ob-
jectives into measurable unit performance objectives. 

4. Methods for establishing more effective quantitative performance objectives are improved 
using feedback from units. 

 

Practice 2 Each unit establishes measurable performance objectives whose achieve-
ment most contributes to organizational business objectives. 

Refer to Practices 1 and 2 of the Performance Management process area for information regarding 
how units establish, update, and allocate performance objectives. Refer to Ability 2 of this process 
area for information regarding making business objectives available to units and the workforce to 
support establishing measurable performance objectives. To support practices and activities in this 
process area, these measurable performance objectives must be defined at a level of specificity 
that they can be decomposed into quantifiable results for each unit. At lower levels of maturity, 
the requirement was only for objectives whose performance could be evaluated objectively. 

1. Units define their measurable performance objectives based on: 

− business objectives established by the organization;  
− organizational performance objectives;  
− performance capabilities of the workforce competencies and competency-based proc-

esses relevant to the unit’s committed work;  
− current performance capabilities of the individuals and workgroups within the unit;  
− anticipated performance capabilities that can be achieved through near-term competency 

development and related improvement activities.  
2. Units inform higher level management when they cannot define measurable and achievable 

performance objectives that contribute to meeting organizational performance objectives. 

When informed of issues regarding these performance objectives, examples of actions higher 
level management may take include the following: 

• Accept the unit’s performance objectives and adjust organizational performance objectives 
or other performance factors to reflect the impact of the unit’s current or near-term capability 

• Take corrective action such as assigning the work to other work units whose current capabil-
ity is sufficient to achieving organizational performance objectives or providing extra im-
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provement resources or development time to make it possible for the unit to achieve the re-
quired capability 

• Accept the risk of requiring the unit to achieve the performance objectives that are beyond 
their current or near-term capabilities 

• Work with the unit to establish improvement objectives or capability development objec-
tives, and the necessary actions to achieve these objectives 

• Review the business objectives relevant to the unit’s committed work 
3. Units identify the business activities most critical to the achievement of their measurable 

performance objectives and establish methods for measuring the performance and effective-
ness of these activities. 

4. The unit reaches consensus with individuals and workgroups about methods for measuring 
the performance and effectiveness of critical business activities allocated to them. 

 

Practice 3 Individuals and workgroups establish measurable performance objectives for 
competency-based processes that most contribute to their achieving unit per-
formance objectives. 

Measurable performance objectives for units were established in the Performance Management 
process area. Refer to Practices 1 and 2 of the Performance Management process area for informa-
tion regarding how units establish, update, and allocate performance objectives. 

It may not always be possible for a unit to establish measurable performance objectives for its 
processes, as all individuals or workgroups within the unit may not use common processes. Sev-
eral competencies, each having their own defined processes, may exist within a single unit. For 
example, a software development unit may be comprised of software architects, designers, pro-
grammers, and testers who work in independent workgroups to perform their own competency-
based processes. 

This practice focuses on establishing measurable performance objectives for those competency-
based processes that contribute most to achieving desired performance. The kinds of processes for 
which measurable objectives may be established include the following: 

• Defined processes, which are those competency-based processes defined in each workforce 
competency. Refer to Practices 2 and 5 of the Competency Analysis process area for infor-
mation regarding the identification and definition of defined, competency-based processes. 

• The workgroup’s operating processes, which include both methods and procedures for per-
forming common workgroup functions and competency-based processes tailored for use by 
workgroups. Refer to Practices 4 and 7 of the Workgroup Development process area and to 
Practices 4 and 5 of the Empowered Workgroups process area for information regarding the 
definition and tailoring of the workgroup’s operating processes. 

• Integrated competency-based processes, which are those processes that have been integrated 
from the separate defined processes used by different workforce competencies. Refer to 
Practice 3 of the Competency Integration process area for information regarding the defini-
tion of integrated competency-based processes. 
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Individuals and workgroups: 

1. Determine the business activities that must be completed to achieve the unit’s measurable 
performance objectives. 

2. Identify the competency-based processes required to accomplish these business activities. 
3. Select from the identified processes those competency-based processes that most contribute 

to the achievement of the unit’s measurable performance objectives. 
4. Establish measurable objectives for the performance of these selected competency-based 

processes to ensure that the unit’s measurable objectives are achieved. 
5. Evaluate whether each competency-based process can contribute to achieving the unit’s 

measurable performance objectives by analyzing relevant process performance baselines, as 
well as individual and workgroup capabilities; 

6. Take action when a competency-based process is determined not to be capable of contribut-
ing to the achievement of the unit’s measurable performance objectives by: 

− adjusting the performance objectives to reflect the current capability of the competency-
based process involved, 

− identifying improvements in the capability of  competency-based process required to 
achieve measurable performance objectives, and 

− communicating the capability improvements needed to those responsible for improving 
the capability of competency-based processes. 

Refer to Practice 12 of the Continuous Capability Improvement process area for information re-
garding identifying opportunities for improving the capability and performance of competency-
based processes. 

7. Take action when the capability of an individual or workgroup is not sufficient for contribut-
ing to the unit’s measurable performance objectives by: 

− adjusting the performance objectives for an individual or workgroup to reflect their cur-
rent or near-term capability to contribute, 

− identifying improvements in the capability of an individual or workgroup required to 
achieve the unit’s measurable performance objectives and assigning development or im-
provement activities to improve their capability, 

− adjusting the performance objectives or assigned work of other individuals or work-
groups if necessary to ensure the overall capability of the work unit is sufficient to 
achieve its measurable performance objectives, or  

− acquiring resources or development actions to improve the capabilities of individuals or 
workgroups to the level required to achieve the unit’s measureable performance objec-
tives. 

8. Incorporate measurable performance objectives for competency-based processes into indi-
vidual and workgroup performance objectives, as appropriate. 

9. Re-evaluate measurable performance objectives when necessitated by changes in business 
conditions or process capability results, and revise individual or workgroup performance ob-
jectives, as appropriate. 
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Practice 4 Individuals and workgroups plan their committed work using process per-
formance baselines for competency-based processes. 

A process performance baseline is a documented characterization of the actual results achieved by 
following a process. Refer to Practice 7 of the Organizational Capability Management process 
area for more information regarding process performance baselines and their construction. 

Individuals and workgroups: 

1. Identify the competency-based processes required to accomplish their business activities. 
2. Identify conditions that may affect their performance of competency-based processes. 
3. Identify relevant process performance baselines for the competency-based processes to be 

performed in accomplishing their business activities. 

Individuals or workgroups may have established process performance baselines from their own 
previous performance that are more accurate or relevant than organizational baselines. Under such 
circumstances individuals or workgroups may choose to substitute their documented process per-
formance baselines when they have proven to be more accurate for planning and managing the 
performance of competency-based processes. 

4. Develop work estimates and plans based on analyses using the relevant process performance 
baselines and information about the conditions that may affect their performance of compe-
tency-based processes. 

When individuals perform their business activities as members of a workgroup, capability-based 
estimating may be performed in two stages. In the first stage, individuals estimate and plan their 
own work based on personal process performance baselines. In the second stage, these personal 
estimates and plans are integrated at the workgroup level in estimating and planning workgroup 
performance. 

5. Evaluate the planned performance of competency-based processes to determine if they are 
capable of achieving measurable individual and workgroup performance objectives. 

6. Make recommendations for adjustments in measurable performance objectives when compe-
tency-based processes are not capable of achieving them. 

7. Establish and negotiate work commitments based on capability-based estimates and plans. 

 

Practice 5 Individuals and workgroups define quantitative methods for managing the 
competency-based processes that most contribute to achieving their per-
formance objectives. 

Competency-based processes are quantitatively managed to ensure they are capable of achieving 
measurable performance objectives and that their performance makes predicted progress toward 
planned outcomes. Not all processes need to be quantitatively managed. Primarily those compe-
tency-based processes believed to most contribute to or control achieving measurable perform-
ance objectives are subjected to quantitative management. The outcomes of quantitative manage-
ment are predictable results obtained through predictable performance. 
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1. A quantitative performance management strategy is developed for each competency-based 
process selected for quantitative management. 

Competency-based processes can be quantitatively managed at the individual level, at multiple 
points of performance within the workgroup, or at the workgroup level. The level at which com-
petency-based processes are quantitatively managed may differ across processes. Individuals or 
workgroups may have different quantitative performance management strategies, based on having 
different measurable performance objectives or different contexts for the performance of their 
competency-based processes. In some cases, processes that are performed across workgroups may 
be quantitatively managed. Some processes may be managed through performance measures such 
as effort, duration, or cost; while others may be managed from measured attributes of their prod-
ucts or services such as amount, user satisfaction, defects, or other quality measures. Generally, a 
specific quantitative performance management strategy is defined for each competency-based 
process selected for quantitative management. 

Examples of issues to be covered in the quantitative performance management strategy include 
the following: 

• Measurable performance objectives that establish the context for quantitative management 

• Identification of the competency-based processes to be quantitatively managed 

• Measures to be used in the analyses 

• Appropriate level of data aggregation (individual, workgroup, etc.) for the measures and 
analyses defined 

• Methods and frequency of data collection 

• Methods for data validation, storage, and retrieval 

• Data analyses to be performed 

• Guidance and limitations for evaluating results 

• Reports to be distributed 

• Methods and tools to support using results 

• Safeguards to ensure the privacy and security of data and results 
2. Measures of competency-based processes are defined and agreed to. 

Examples of sources for defined measures of competency-based processes include the following: 

• Definitions of competency-based processes 

• Existing process performance baselines for relevant processes 

• Standard business, product, or service measures 
3. Procedures for analyzing data on competency-based processes are defined. 

Examples of analyses that might be performed include the following: 

• Curve-fitting or trend analyses 

• Statistical process control 

• Bayesian-based techniques 
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• Regression or multivariate predictive techniques 

• Stochastic or time-series techniques 

• Classification analyses (e.g. defect or problem types) 

• Analyses of leading indicators 
4. The quantitative performance management strategy is: 

− reviewed and agreed to by all individuals or groups affected by it, 
− reviewed and approved by unit management, and 
− periodically reviewed to ensure its consistency with performance objectives and revised, 

as necessary, to improve the value of the analyses performed. 

 

Practice 6 Individuals and workgroups quantitatively manage the performance of the 
competency-based processes that most contribute to achieving their per-
formance objectives. 

1. Quantitative performance management activities are conducted according to the quantitative 
performance management strategies. 

2. The performance of competency-based processes by individuals or workgroups is measured 
and analyzed for use in such activities as: 

− tracking progress, 
− predicting outcomes, 
− assessing risks, 
− making decisions, or 
− identifying needed actions. 

Examples of how quantitative analyses might be used include the following: 

• Establishing process performance baselines from the performance of individuals and work-
groups to determine if they are capable of achieving the measurable performance objectives 
set for them, and whether they differ from organizational baselines established within their 
workforce competency 

• Using interim performance results to predict future outcomes and determine the likelihood 
that measurable performance objectives will be achieved 

• Analyzing variations in process results to understand and control process performance, and 
to identify the causes of variation and needs for corrective action 

• Evaluating trends or comparing predicted to actual results to determine whether current pro-
gress or results deviate from those planned or expected 

• Analyzing factors that affect performance to improve the validity of process performance 
baselines, and to establish appropriate baselines for different situations 

3. The capabilities of competency-based processes that most contribute to achieving perform-
ance objectives are: 

− computed using parameters from organizational process performance baselines, where 
appropriate, 
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− compared to organizational process performance baselines, and 
− recomputed for use by individuals and workgroups when their capability levels differ 

significantly from organizational process performance baselines. 
4. The capabilities of competency-based processes that most contribute to achieving perform-

ance objectives are managed quantitatively. 

Performance may be quantitatively managed at the individual or workgroup level. Thus, manag-
ing the capability of a competency-based process may imply actions to be taken by individuals, by 
workgroups, by managers, or by some combination of these. Examples of attributes of processes 
being managed quantitatively include the following: 

• Process performance and variation are under statistical control 

• Process performance and results are predictable within acceptable confidence limits 

• Assignable causes of performance variation have been identified and their effects have been 
controlled or eliminated 

• Variations in process performance can be predicted using knowledge of the effects of assign-
able causes that cannot be eliminated, such as differences in individual capability 

• Process performance or results can be intentionally altered by making known changes to 
processes or factors that control them 

• Process performance or results fit known patterns in quantitative models 
5. Individuals, workgroups, and management base decisions on performance data. 
6. Results of data collection and analyses are reviewed to determine if corrective actions need 

to be taken in the quantitative performance management strategy. 

 

Practice 7 Individuals or workgroups take corrective actions when the performance of 
their competency-based processes differs from the quantitative results re-
quired to achieve their performance objectives. 

1. The results of quantitative management activities are evaluated for their implications regard-
ing achievement of measurable individual and workgroup performance objectives. 

Examples of conditions under which corrective actions may be indicated include the following: 

• Performance trends that differ significantly from performance objectives 

• Predictions of outcomes that differ significantly from expectations or objectives 

• Large variations in process performance that introduce risk in achieving objectives 

• Deviations from acceptable capability levels 
2. The performance of competency-based processes is analyzed to identify factors that cause 

results to deviate from measurable performance objectives. 
3. Individuals or workgroups take corrective actions to align the performance of competency-

based processes with measurable performance objectives. 

Examples of corrective actions may include the following: 
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• Removing or adjusting factors that inhibit competency-based processes from performing at 
their established level of capability 

• Eliminating or controlling factors that affect process performance (i.e., controlling assignable 
causes of process variation) 

• Engaging in individual or workgroup development activities that increase their performance 
capability 

• Making improvements that improve the capability of competency-based processes 

• Adjusting measurable performance objectives to reflect the capability results observed in 
performing competency-based processes 

• Informing management of the risk incurred by the capability results observed in performing 
competency-based processes 

• Identifying and performing actions that can compensate for performance below expected 
capability levels 

4. When the performance of competency-based processes has been aligned with measurable 
performance objectives, individuals and workgroups: 

− continue to monitor performance results according to the quantitative performance man-
agement strategy, 

− manage the performance of competency-based processes to ensure they exhibit stable or 
predictable performance, 

− manage the effects of assignable causes or other factors that inhibit competency-based 
processes from maintaining the level of capability established in their current use, and 

− take additional corrective actions, as needed, to maintain the alignment of process perform-
ance results with measurable performance objectives. 

 

Practice 8 Quantitative records of individual and workgroup performance are retained. 
1. Individuals and workgroups retain data on their performance of competency-based processes 

for their future use in estimating, planning, and managing their performance. 
2. Performance data that are appropriate for characterizing the capability of competency-based 

processes are submitted for use in organizational capability analyses. 

Refer to the Organizational Capability Management process area for information regarding organ-
izational capability analyses. 

3. Information regarding needed improvements in the capability of competency-based processes 
is communicated to those responsible for continuous improvement activities in each competency 
community. 

Refer to the Continuous Capability Improvement process area for information regarding continu-
ous improvement activities for competency-based processes. 

4. Privacy and security are established for quantitative performance management data and in-
formation at the individual, workgroup, and organizational levels.
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Practice 9 Where appropriate, quantitative performance results are used in performing 
workforce practices and activities. 

The use of quantitative performance management data in performing workforce activities must be 
governed by policies regarding appropriate uses and levels of confidentiality for performance data 
at the individual and workgroup levels. 

Examples of ways in which quantitative performance management data might be used in perform-
ing workforce activities include the following: 

• Identifying learning and development needs 

• Aiding mentors in providing improvement advice and guidance 

• Guiding career development discussions and decisions 

• Aiding selection and other staffing decisions 

• Supporting ongoing communication about performance of committed work 

• Documenting accomplishments against performance objectives 

• Guiding performance improvement plans and actions 

• Providing a basis for recognition and rewards 

• Supporting adjustments and other compensation decisions 

• Improving competency development activities 

• Improving competency integration activities 

• Improving competency-based processes and/or competency-based assets 

• Improving the development or empowerment of workgroups 

• Incorporating capability levels into workforce planning 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and performance 
of the organization’s Quantitative Performance Management activities. 

Examples of measurements include the following: 

• The completeness and timeliness of the data collected 

• The accuracy of the data collected 

• Frequency with which individuals and workgroups collect and analyze performance data 

• Number or extent of changes made in competency-based and integrated competency-based 
processes, based on performance results 

• Number of process performance baselines produced by individuals and work-groups 

• Number of process performance baselines submitted for use in organizational capability 
analyses. 

 

Measurement 2 Measurements are made and used to determine the effectiveness of Quanti-
tative Performance Management activities. 

Examples of measures to determine the value and effectiveness of Quantitative Performance 
Management activities at the individual, workgroup, or unit levels include the following: 

• Improvements in capability and performance 

• Extent to which measurable performance objectives are achieved 

• Improved ability to identify and manage factors that affect performance 

• Improved accuracy of predicting performance results 
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Verifying Implementation 

Verification 1 A responsible individual(s) verifies that Quantitative Performance Manage-
ment activities are conducted according to the organization’s documented 
policies, practices, procedures, and, where appropriate, plans; and ad-
dresses noncompliance. 

These reviews verify that: 

1. Quantitative Performance Management activities comply with the organization’s policies 
and stated values. 

2. Quantitative Performance Management activities comply with relevant laws and regulations. 
3. Quantitative Performance Management activities are performed according to the organiza-

tion’s documented practices and procedures. 
4. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the Quantitative Performance 
Management activities, status, and results; and resolves issues. 

These reviews verify: 

1. The appropriateness of Quantitative Performance Management activities at the individual, 
within the workgroup, at the workgroup, and at the unit levels. 

2. Progress in performing Quantitative Performance Management activities. 
3. Results from reviews of Quantitative Performance Management practices and activities. 

Refer to Verification 1 for information regarding reviews of Quantitative Performance Manage-
ment activities to ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 
4. Status of resolution of noncompliance issues. 
5. Trends related to Quantitative Performance Management. 
6. The organization’s effectiveness of Quantitative Performance Management activities in 

achieving quantitative performance objectives. 

 

Verification 3 The definition and use of performance measures at the individual, work-
group, and unit levels are periodically audited for compliance with the or-
ganization’s policies. 

Organizational policies which may apply could include human resource, human capital, informa-
tion security, confidentiality, privacy, or data disclosure policies. 
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1. Definitions of performance measures and information are reviewed for compliance with or-
ganizational policies. 

The data definitions define what data is to be collected, aggregated, and used. They are not the 
data values themselves. For example, annual performance rating could be a component of a data 
definition, but “3” would be a specific data value for an instance of annual individual performance 
rating. 

2. Periodic audits ensure that performance measures and information are accessed and used in 
accordance with organizational policies. 

These audits may be accomplished through reviews of ongoing reporting, such as system access 
and use monitoring reports, and auditing to ensure compliance with relevant information security 
standards and organizational policies. 

System access and use monitoring ensures that the data are accessed only by authorized individu-
als, while compliance auditing ensures that these individuals perform appropriate procedures in 
compliance with organizational policies and standards. 
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Organizational Capability Management 

A process area at Maturity Level 4: Predictable 

Purpose 
The purpose of Organizational Capability Management is to quantify and manage the capability of 
the workforce and of the critical competency-based processes it performs. 

Description 

The capability of the workforce refers to the level of knowledge, skills, and process abilities avail-
able to the organization in each critical workforce competency for performing committed work. 
The organization’s capability in a specific workforce competency is assessed from the number of 
individuals in a competency community and the level of knowledge, skill, and process ability that 
each of them possesses. 

The organization identifies the workforce competencies most critical to its business strategy and 
objectives. The organization quantitatively manages the capability of these critical workforce 
competencies to ensure that critical competency-based processes can be performed with sufficient 
capability to achieve the organization’s quantitative performance and business objectives. The 
organization determines its capability and related quantitative trends in each of its critical work-
force competencies relative to objectives established in its strategic workforce plan. Data regard-
ing competency development trends are defined and collected, and trends are analyzed. The or-
ganization determines the quantitative impact that its competency development and related 
workforce activities have on capability in each of its workforce competencies. These analyses are 
focused on changes in behavior and results, the highest two levels in Kirkpatrick’s framework for 
evaluating training [Kirkpatrick 98]. 

The capability of a process typically refers to statistically-based descriptions of the performance 
or results of a process that has been performed repeatedly. In the People CMM, we use the term 
process performance baseline to refer to these documented characterizations of the actual results 
achieved by following a process. Process performance baselines are typically developed by ag-
gregating performance data across individuals, workgroups, units, or workforce competencies. 
However, separate process performance baselines may have to be developed for different situa-
tions whose circumstances cause predictable process performance differences. This may be neces-
sary as it may be inappropriate to aggregate process performance baselines when competency-
based processes are performed under circumstances that result in different performance character-
istics. In such situations, the organization may develop and maintain several process performance 
baselines describing typical results under the differing circumstances where the competency-
based process is performed. Thus, a process performance baseline describes the typical result that 
will occur when a competency-based process is performed under specific conditions. Process per-
formance baselines provide an organization with the ability to predict future performance and re-
sults based on past experience and to control progress toward achieving these results while the 
process is being performed. 

Organizational Capability Management defines methods for establishing process performance 
baselines and quantitative performance models for predicting the performance of critical compe-
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tency-based processes. The products of Organizational Capability Management are used as inputs 
in performing Quantitative Performance Management activities in units and workgroups. The im-
pact of workforce practices on the capability and performance of competency-based processes is 
quantified and managed and the results of these analyses are used in organizational decisions. The 
results of these analyses are used in adjusting workforce practices to improve their impact on per-
formance and results. 

 

Goals 

Goal 1 Progress in developing the capability of critical workforce competencies is 
managed quantitatively. 

Goal 2 The impact of workforce practices and activities on progress in developing 
the capability of critical workforce competencies is evaluated and managed 
quantitatively. 

Goal 3 The capabilities of competency-based processes in critical workforce compe-
tencies are established and managed quantitatively. 

Goal 4 The impact of workforce practices and activities on the capabilities of compe-
tency-based processes in critical workforce competencies is evaluated and 
managed quantitatively. 

Goal 5 Organizational Capability Management practices are institutionalized to en-
sure they are performed as defined organizational processes. 

 

Commitment to Perform 

Commitment 1 The organization establishes and maintains a documented policy for con-
ducting Organizational Capability Management activities. 

Issues typically addressed in the policy include: 

1. The organization’s capability management practices and activities serve the business objec-
tives and stated values of the organization. 

2. The organization identifies the workforce competencies that are critical to its business strat-
egy and objectives. 

3. The organization identifies the competency-based processes within each critical workforce 
competency that are critical to achieving defined performance objectives and business re-
sults. 

4. Measures are defined and collected for characterizing the: 

− capability of each of the organization’s critical workforce competencies, and 
− the performance of critical competency-based processes. 

5. Progress toward achieving measurable capability objectives for each of  
the organization’s critical workforce competencies is managed quantitatively. 

6. The capability of competency-based processes is analyzed and used in managing these proc-
esses to achieve performance objectives. 
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7. Workforce practices and activities are evaluated for their impact on: 

− the organization’s capability in its critical workforce competencies, and 
− the capability and performance of competency-based processes. 

8. Results of quantitative analyses of impact are used in managing and improving workforce 
practices and activities. 

9. Responsibilities for the organization’s capability management activities are defined and as-
signed to appropriate roles. 

10. Organizational Capability Management practices and activities comply with relevant laws, 
regulations, and organizational policies. 

Human resources or other appropriate professionals are consulted to ensure that the collection, 
use, and access to competency and performance data comply with relevant laws, regulations, and 
organizational policies. 

 

Commitment 2 An organizational role(s) is assigned responsibility for coordinating Organiza-
tional Capability Management activities across the organization. 

Examples of organizational roles that might be assigned responsibility for coordinating capability 
management activities include the following: 

• Competency center managers 

• Competency ownership teams 

• Quality, efficiency, or performance experts 

• Measurement or process improvement groups 

• The human resources function 

• Managers responsible for units requiring a unique competency 
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Ability to Perform 

Ability 1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring the unit’s involvement in Organizational Capability Management 
activities, as appropriate. 

Examples of responsibilities performed within units include the following: 

• Providing competency and performance capability data to an organizational group for stor-
age and analysis 

• Obtaining and using organizational capability baselines in planning and other activities 
within the unit 

• Providing data on competency development activities within the unit and performance data 
relevant to improved capability 

• Providing information or data on workforce activities performed within the unit for use in 
analyzing the impact of workforce practices and activities on performance 

• Ensuring appropriate security and use of performance data 

 

Ability 2 A responsible individual(s) coordinates the quantitative capability manage-
ment activities within each critical workforce competency. 

Ability 3 Adequate resources are provided for performing Organizational Capabil-
ity Management activities. 

1. Measures of the performance of competency-based processes are made available for analy-
sis. 

The initial measurements required to support this practice were defined in the Performance Man-
agement, Competency-Based Practices, Workgroup Development, Empowered Workgroups, and 
Quantitative Performance Management process areas. As the organization’s quantitative capabil-
ity management activities mature, additional or refined measures may be defined. 

2. Experienced individuals who have expertise in analyzing competency-based data are avail-
able to assist in quantitative analyses of the organization’s workforce competency trends and 
development activities and in using the results in improvement activities. 

3. Experienced individuals with appropriate expertise are available to help individuals, work-
groups, and those responsible for unit performance to analyze and use quantitative perform-
ance results to: 

− understand and predict the performance of competency-based processes, 
− improve their performance, and 
− adjust practices and activities as needed to enhance the performance of competency-

based processes. 
4. Resources for supporting the organization’s capability management activities are made 

available. 
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Examples of resources to support the organization’s capability management activities include the 
following: 

• Capability assessment tools, such as tests or work samples 

• Plotting and graphing tools 

• Statistical analysis packages 

• Spreadsheets 

• Performance assessment instruments 

• Databases and other repositories 

• Textual and graphical reporting tools 

5. Funding to accomplish the organization’s capability management activities is made avail-
able. 

6. Time and methods for data collection are built into workforce activities. 
7. Adequate time is made available for performing the organization’s quantitative capability 

management activities. 

 

Ability 4 Those responsible for Organizational Capability Management activities de-
velop the knowledge, skills, and process abilities needed to perform their 
responsibilities. 

1. Those who collect capability data and process performance data receive orientation on the 
definitions and use of these data in analyses. 

2. Those who analyze and report capability data, process performance baselines, and related 
results receive preparation in statistics, data analysis, presentation methods, and other activi-
ties related to performing their responsibilities. 

 

Ability 5 Individuals who participate in Organizational Capability Management activi-
ties receive appropriate orientation in the purposes and methods for the or-
ganization’s quantitative capability management activities. 

Individuals and workgroups receive the orientation required to interpret and use capability data 
and process performance baselines if they have responsibilities for: 

− using this information in performing workforce activities, 
− using this information in evaluating and managing competency development practices 

and activities, 
− using this information for planning and managing the performance of competency-based 

processes, 
− adjusting workforce practices based on this information, and 
− using this information to understand or improve the performance of competency-based 

processes. 
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Ability 6 The practices and procedures for performing Organizational Capability Man-
agement are defined and documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for Organizational Capability Management activi-
ties across the organization ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing Organizational Capability Management practices are captured 
to support the future use and improvement of the organization’s practices. 
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Practices Performed 

Practice 1 The organization identifies the workforce competencies that are critical to its 
business strategies and objectives. 

Critical workforce competencies are those most crucial to sustaining an organization’s capability 
in its core competence [Prahalad 90]. Their growth and development is critical to the viability of 
strategic business objectives and plans. Consequently, the organization’s capability in each of its 
critical workforce competencies is managed quantitatively to ensure that its competency-based 
processes can be performed with sufficient capability to achieve the organization’s quantitative 
performance objectives. 

1. The organization evaluates its strategic business and workforce plans to identify workforce 
competencies that are critical to achieving its business strategies and objectives. 

2. The organization periodically re-evaluates its business and workforce plans to identify addi-
tions or deletions to its list of critical workforce competencies. 

 

Practice 2 The organization quantifies its capability in each of its critical workforce com-
petencies. 

1. Trends to be analyzed for each critical workforce competency are based on capability objec-
tives established in the strategic workforce plan. 

Refer to Practice 2 of the Workforce Planning process area for information regarding setting ca-
pability objectives for workforce competencies and to Practice 8 of the Competency Analysis 
process area for information regarding determining the current resource profiles for each of the 
organization’s workforce competencies. These resource profiles present the overall capability in 
the workforce for accomplishing business activities requiring knowledge, skills, or process abili-
ties in a specific workforce competency. 

Examples of measurable objectives for capability in each of the organization’s workforce compe-
tencies include the following: 

• The level of capability available in each critical workforce competency 

• The rate at which capability is developed in each critical workforce competency 

• The deployment of critical workforce competencies across the organization 

• Trends relating competency development and business performance 

• The rate at which new workforce competencies can be developed and deployed across the 
organization 

2. For each critical workforce competency, a quantitative capability management strategy is 
established and maintained. 

Examples of issues to be covered in the quantitative capability strategy for each critical workforce 
competency include the following: 
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• Capability objectives, trends, and issues to be subjected to analysis 

• Strategy for performing, validating, and revising analyses 

• Definition of measures to be used in the analysis 

• Analyses to be performed 

• Methods and frequency of data collection, validation, and storage 

• Schedule for performing and reporting the analyses 

• Guidance and limitations for evaluating results 

• Reports to be distributed 

• Incorporation of results into other workforce activities, such as Competency Analysis and 
Workforce Planning 

• Safeguards to ensure data privacy and security 

The initial measurements required to support this practice were defined in the Competency Analysis, 
Competency Development, and Competency-Based Practices process areas. As quantitative 
analyses of organizational competency mature, additional or revised measures can be defined. 

3. Quantitative analyses of capability are conducted according to the quantitative capability 
management strategy for each critical workforce competency. 

Quantitative analyses of capability can be performed at the organizational level for all critical 
workforce competencies, or in a more decentralized fashion at the level of one or more compe-
tency communities. The level at which these analyses are performed reflects the organization’s 
strategy (e.g., centralized vs. decentralized) for managing its workforce competencies. 

4. The organization develops quantitative models of capability in its critical workforce compe-
tencies for use in workforce planning and management. 

Quantitative models of capability can range from simple quantitative projections based on histori-
cal trends to sophisticated stochastic or multivariate statistical models. The purpose of these mod-
els is to predict future capability levels based on historical experience, industry trends, current 
conditions, and/or future expectations. The organization may begin with industry standard models 
and over time refine them to reflect the organization’s business conditions and unique characteris-
tics. Quantitative models may differ in purpose, sophistication, analytic foundation, parameters, 
predictability, or use among the various critical workforce competencies. 

Examples of quantitative models may include: 

• Growth curves for projecting future capability in critical workforce competencies 

• Demographic models of labor supply for projecting availability and level of skills of entrants 
to critical workforce competencies in the future 

• Models relating hiring and retention success with various recruiting sources and methods 

• Models estimating rates at which individuals can progress through competency development 
activities and successfully achieve higher levels of capability in workforce competencies 

• Predictive models of characteristics most closely associated with capability and success in 
different workforce competencies 
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• Models for evaluating tradeoffs in breadth vs. depth of individual experience on career per-
formance at the individual level and on workforce capability at the organizational level 

• Models of the effect of increasing capability in various critical workforce competencies on 
performance at the individual, workgroup, unit, and/or organizational levels 

• Models relating the compensation strategy to hiring, retention, and career growth in various 
workforce competencies 

5. Capability results for each critical workforce competency are: 

− reported to responsible individuals, 
− incorporated into workforce planning and other workforce practices as appropriate, and 
− updated on a periodic or event-driven basis consistent with the quantitative capability 

management strategy. 

 

Practice 3 The organization’s capability in each of its critical workforce competencies is 
managed quantitatively. 

1. Quantitative analyses of capability in each critical workforce competency are used by re-
sponsible individuals to: 

− evaluate progress in achieving capability objectives, 
− predict future capability levels, 
− identify factors that affect capability levels, 
− evaluate the effects of workforce practices and activities on capability levels, and 
− identify needs for corrective action. 

Examples of conditions under which needs for corrective action may be identified include the fol-
lowing: 

• Trends in a workforce competency differ significantly from the measurable objectives estab-
lished for the competency 

• The impact of competency development activities on a workforce competency is below expectations 

• Variation in results of competency development activities is too great 

• Deviations from the capability level of a workforce competency that the organization be-
lieves it must maintain 

2. Corrective actions are taken when capability results deviate significantly from capability 
objectives for a critical workforce competency. 

Examples of corrective actions may include the following: 

• Improving the performance of workforce practices and activities that have been demon-
strated as being capable of achieving the targeted capability results 

• Tailoring, replacing, or terminating workforce practices or activities that are not achieving 
intended capability results 

• Altering capability objectives for a critical workforce competency or adjusting the workforce 
activities performed to meet these objectives 
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Practice 4 Measurable objectives for contributing to capability growth in critical workforce 
competencies are established for workforce practices and activities. 

1. Measurable objectives for contributing to capability growth are established for workforce 
practices and activities based on such factors as: 

− the capability development objectives for the critical workforce competency established 
in the strategic workforce plan, 

− the nature of how specific workforce practices affect capability in each critical work-
force competency, 

− the capability of the individuals participating in the workforce activities related to the 
practice, and 

− how capability will be measured. 

Refer to Practice 2 of the Workforce Planning process area for information regarding setting 
measurable capability objectives for workforce competencies. Examples of these measurable ob-
jectives include the following: 

• The effectiveness in recruiting candidates in different workforce competencies 

• The effectiveness of selection techniques in predicting work performance and development 
of capability in workforce competencies 

• The effectiveness of performance feedback in motivating and guiding capability develop-
ment 

• The effectiveness of different competency development activities, such as training or men-
toring, on increasing capability in critical workforce competencies 

• The effectiveness of the compensation strategy in attracting and retaining individuals in dif-
ferent workforce competencies 

• The effectiveness of the compensation strategy on developing capability in different work-
force competencies 

• The effectiveness of career development activities in motivating and guiding capability 
growth 

• The effectiveness of formal and informal mechanisms for transferring capability among 
members of a competency community 

2. Measurable objectives for contributing to capability growth are: 

− developed through the involvement of those responsible for coordinating or managing 
each affected workforce practice across the organization, 

− reviewed by responsible individuals with expertise in performing  
the relevant workforce practices, and 

− communicated to all affected parties. 
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Practice 4 Measurable objectives for contributing to capability growth in critical work-
force competencies are established for workforce practices and activities. 

1. Measurable objectives for contributing to capability growth are established for workforce 
practices and activities based on such factors as: 

− the capability development objectives for the critical workforce competency established 
in the strategic workforce plan, 

− the nature of how specific workforce practices affect capability in each critical work-
force competency, 

− the capability of the individuals participating in the workforce activities related to the 
practice, and 

− how capability will be measured. 

Refer to Practice 2 of the Workforce Planning process area for information regarding setting 
measurable capability objectives for workforce competencies. Examples of these measurable ob-
jectives include the following: 

• The effectiveness in recruiting candidates in different workforce competencies 

• The effectiveness of selection techniques in predicting work performance and development 
of capability in workforce competencies 

• The effectiveness of performance feedback in motivating and guiding capability develop-
ment 

• The effectiveness of different competency development activities, such as training or men-
toring, on increasing capability in critical workforce competencies 

• The effectiveness of the compensation strategy in attracting and retaining individuals in dif-
ferent workforce competencies 

• The effectiveness of the compensation strategy on developing capability in different work-
force competencies 

• The effectiveness of career development activities in motivating and guiding capability 
growth 

• The effectiveness of formal and informal mechanisms for transferring capability among 
members of a competency community 

2. Measurable objectives for contributing to capability growth are: 

− developed through the involvement of those responsible for coordinating or managing 
each affected workforce practice across the organization, 

− reviewed by responsible individuals with expertise in performing the relevant workforce 
practices, and 

− communicated to all affected parties. 
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Practice 5 The organization quantitatively evaluates the impacts of workforce practices 
and activities on capability in each of its critical workforce competencies. 

The organization should analyze the impact of the workforce activities considered most important 
for increasing the capability in a critical workforce competency. Examples of effects of workforce 
practices and activities on the capability of a workforce competency that the organization might 
evaluate quantitatively include the following: 

• Impact of recruiting activities on the mix and level of workforce competencies entering the 
organization 

• Success of selection methods in identifying individuals with capabilities in the organization’s 
workforce competencies 

• Impact of performance management activities on identifying needs for development activi-
ties in the organization’s workforce competencies 

• Impact of training and competency-development activities on increasing the level of work-
force competencies in the organization 

• Impact of training, competency development, and career development activities on the rates 
at which individuals are progressing through graduated career levels 

• Impact of career development and other competency-based practices on motivating and in-
creasing the level and optimal mix of workforce competencies in the organization 

• Effect of compensation, performance management, and recognition and reward practices and 
activities on capability within each critical workforce competency 

1. An evaluation strategy is established and maintained for evaluating the impact of workforce 
practices and activities on capability in critical workforce competencies. 

Examples of issues to be covered in the evaluation strategy include the following: 

• Measurable objectives for contributing to the capability growth to be analyzed 

• Measures to be used in the analyses 

• Methods and frequency of data collection 

• Methods for data validation, storage, and retrieval 

• Data analyses to be performed 

• Guidance and limitations for evaluating results 

• Reports to be distributed 

• Methods and tools to support using results 

• Other uses for the data in performing workforce activities 

• Safeguards to ensure the privacy and security of data and results 
2. Measures of capability improvement are defined in each critical workforce competency for 

use in developing capability baselines and evaluating the impact of workforce practices and 
activities. 

Examples of capability improvement measures may include the following: 
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• Knowledge tests or skill demonstrations 

• Measures of work performance or on-the-job behavior 

• Baselines for the capability of competency-based processes 

• Measures of coordination or team performance 

• Capability profiles for workforce competencies 
3. Analysis methods are defined for evaluating the impact of workforce practices and activities 

on the capability of critical workforce competencies. 

An analysis method must be defined for each workforce practice to be evaluated that provides 
appropriate sensitivity to the impact of the practice on capability in relevant workforce competen-
cies. Analyses can be conducted at several levels of analysis, based on the capability objectives to 
be evaluated and the evaluation strategy. Examples of different levels of analysis for evaluating 
the impact of competency development practices and activities might include the following: 

• The improvements associated with a single occurrence of a competency development activ-
ity 

• The improvements associated with multiple occurrences of the same competency develop-
ment activity, such as a course 

• The improvements associated with a type of competency development activity, such as men-
toring 

• The improvements associated with a collection of competency development activities, such 
as a sequence of different courses 

• The improvements achieved by different individuals based on completing their personal de-
velopment plans 

• The improvements associated with a particular form of delivery (e.g., classroom vs. intranet) 

• The improvement in workforce capability within each workforce competency resulting from 
the full set of competency development activities 

4. Data on the impact of workforce practices and activities are collected from appropriate 
sources and prepared for analysis. 

5. The impacts of workforce practices and activities on capability baselines are evaluated quan-
titatively. 

6. Evaluation results are reported to responsible individuals in accordance with the evaluation 
strategy. 

Examples of individuals or entities that would receive evaluation results include: 

• Those responsible for coordinating workforce activities across the organization 

• Those responsible for performing and reporting workforce activities 

• Those responsible for competency analysis and competency development activities 

• Those involved in workforce planning 

• Executive management 

 



 

394 | CMU/SEI-2009-TR-003 

 

Practice 6 The impacts of workforce practices and activities on the organization’s capa-
bility in each of its critical workforce competencies are managed quantita-
tively. 

1. Responsible individuals use quantitative analyses to: 

− evaluate the impact of workforce practices and activities on the capability baselines of 
selected workforce competencies, 

− identify conditions under which these impacts vary, 
− predict future capability levels based on anticipated future impacts  

of workforce practices and activities, and 
− identify needs for corrective action. 

2. Results that differ significantly from expectations or capability objectives for each of the 
organization’s critical workforce competencies are analyzed for their causes, and corrective 
actions are proposed, if appropriate 

Examples of conditions under which needs for corrective action may be identified include the fol-
lowing: 

• The impact of workforce activities on a workforce competency differs from expectations 

• Variation in results of workforce activities is too great 

• Significant deviations from the capability level that the organization believes it must main-
tain in a workforce competency. 

3. Proposed actions are reviewed, approved, taken, and completion is tracked 

Examples of proposed actions include the following: 

• Correcting problems in the performance of workforce activities 

• Adjusting the capability objectives for the workforce competency 

• Redesigning or adjusting workforce practices to improve their impact 

• Altering the performance of workforce practices and activities under different conditions to 
improve their impact 

• Collecting additional data or designing other analyses to correct misleading results. 
4. When appropriate or beneficial to capability results, the performance of workforce practices 

is managed quantitatively. 

Examples of workforce practices being managed quantitatively for a critical workforce compe-
tency may include the following: 

• Using predictive models to track and adjust the flow of qualified applications from recruiting 
activities and targeted sources in order to match anticipated staffing needs 

• Using valid statistical predictors of capability or future performance used in selection and 
career guidance activities 

• Controlling variation in capability levels across organizational units through assignment and 
career development strategies and activities 
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• Predicting, tracking, and managing shifts in capability among workforce competencies based 
on motivating development of new competencies through compensation and reward prac-
tices 

• Evaluating the modules or phases of a training or competency development program to take 
any corrective action required to ensure each module or phase achieves its planned compe-
tency development objectives 

5. Evaluation results for the impact of workforce practices and activities on competency base-
lines are used in performing other workforce activities. 

Evaluation results might be used in strategic workforce planning to evaluate or predict such fac-
tors as: 

• The rate and effectiveness with which the organization can increase capability in various 
critical workforce competencies 

• The rate at which capability in new workforce competencies can be developed 

• The probability of achieving strategic capability objectives in different workforce competen-
cies 

• The effectiveness with which increases in capability can lead to improved business perform-
ance 

• The return-on-investment for expenditures of time or financial resources on various work-
force practices and activities 

 

Practice 7 Process performance baselines are developed and maintained for critical 
competency-based processes. 

Critical competency-based processes are those competency-based processes within each critical 
workforce competency that are most crucial to achieving defined performance objectives and 
business results. 

A process performance baseline is a documented, statistical characterization of the actual results 
achieved by following a process. Such baselines can be used as benchmarks for comparing actual 
process performance against the process performance that would be expected under normal cir-
cumstances. The organization’s process performance baselines measure performance for selected 
competency-based processes within the organization’s set of standard processes at various levels 
of detail, as appropriate. Process performance baselines may be established at various levels of 
process detail, including the following: 

• Individual process elements (e.g., specific process elements within a competency-based 
process) 

• Sequences of individual process elements (e.g., a specific sequence of process elements 
within a competency-based process) 

• Selected competency-based processes 
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• A competency-based process that may be part of a larger workflow, such as developing indi-
vidual work products 

• Sequences of connected processes whose elements are performed by different workforce 
competencies that constitute part of a larger workflow 

• An integrated competency-based process 

• A complete process for developing or delivering a product or service 

There may be several process performance baselines that characterize performance for individuals 
and workgroups within the organization, stratified by conditions under which performance might 
be expected to differ. The organization may construct several process performance baselines for a 
competency-based process if its performance results differ substantially under different condi-
tions. Thus, rather than having a single process performance baseline with excessively large varia-
tion, the process performance data is disaggregated to produce process performance baselines that 
are specific to the different conditions under which the competency-based process is performed. 
From the perspective of statistical process control, these sets of conditions would represent differ-
ent common cause systems that require different baselines. Examples of conditions that may affect the 
performance of competency-based processes and justify the creation of separate process perform-
ance baselines include the following: 

• The level of experience or proficiency of the individuals performing the processes 

• Organizational or business conditions 

• Specific method(s) used in performing the processes 

• The nature of the product or service for which the processes are performed 

• Examples of statistics used to characterize process performance baselines include the follow-
ing: 

• Expected performance as measured by mean, median, mode, or other measures of central tendency 

• Performance variability as measured by standard deviation, interquartile range, range, or 
other measures of variation 

• Shape of the distribution as measured by such statistics as skewness or kurtosis 

• How performance parameters vary under different conditions 

• Performance trends over time 
1. Performance measures are defined for critical competency-based processes. 

The initial measurements required to support this practice were defined in the Performance Man-
agement, Competency-Based Practices, Workgroup Development, Competency Integration, Em-
powered Workgroups, and Quantitative Performance Management process areas. As quantitative 
analyses of performance capability mature, additional or revised measures are defined. 

Examples of sources for defined performance measures of competency-based processes include 
the following: 

• Definitions of competency-based processes 

• Existing process performance baselines for relevant processes 

• Standard business, product, or service measures 
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2. An analysis strategy is established and maintained for computing and analyzing process per-
formance baselines for each critical competency-based process selected for analysis. 

Examples of issues to be covered in the strategy for analyzing the process performance baseline 
for each critical competency-based process selected for analysis include the following: 

• Measures to be used in the analysis 

• Frequency and methods of data collection 

• Methods for data validation, storage, and retrieval 

• Data analyses to be performed and reported 

• Guidance and limitations for evaluating results 

• Mechanisms for reporting results 

• Methods and tools to support using results 

• Safeguards to ensure data privacy and security 

Examples of analyses that might be performed include the following: 

• Curve-fitting or trend analyses 

• Statistical process control techniques 

• Regression or multivariate predictive techniques 

• Stochastic or time-series techniques 

• Classification analyses (e.g., defect or problem types) 

• Analyses of leading indicators 
3. Quantitative analyses of capability of each critical competency-based process are conducted 

according to the analysis strategy to determine: 

− the current capability of each critical competency-based process, 
− how the capability of each critical competency-based process relates to unit and organ-

izational performance, 
− factors that affect the capability of each critical competency-based process, and 
− capability levels of a competency-based process under different conditions of factors 

that affect it, if relevant. 
4. Process performance baselines for critical competency-based processes are reported to ap-

propriate individuals and incorporated into: 

− planning and tracking, 
− predicting performance, 
− understanding the factors that affect the performance of competency-based processes, 
− identifying opportunities for improving the performance of competency-based processes, 

and 
− evaluating the capability of competency-based processes compared to the capability re-

quired to achieve the organization’s performance objectives. 
5. Process performance baselines are incorporated into the unit’s Quantitative Performance 

Management activities. 
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6. Process performance baselines are continually updated, adjusted, and recomputed based on 
new performance data. 

 

Practice 8 The capability of critical competency-based processes is managed quantita-
tively. 

Refer to the Quantitative Performance Management process area for information regarding the 
quantitative management of competency-based processes by individuals, workgroups, and units. 

1. The results of performing competency-based processes are compared to process performance 
baselines for critical competency-based processes within each critical workforce compe-
tency. 

2. Process performance baselines are used by responsible individuals to: 

− monitor and predict the performance of business activities, 
− identify conditions under which the capability of a competency-based process varies, 
− identify how the capability of the workforce affects the capability of competency-based 

processes, 
− identify needs for improvement of competency-based processes, 
− identify factors that affect business performance, 
− evaluate the effects of workforce practices and activities on the capability of compe-

tency-based processes, and 
− identify needs for corrective action. 

3. Corrective action is taken when the results of performing competency-based processes devi-
ate significantly from their process performance baselines. 

Examples of corrective actions include the following: 

• Solving problems or removing barriers that inhibit a competency-based process from being 
performed at its potential capability 

• Improving the capability of individuals or workgroups that perform the competency-based 
process 

• Tailoring, replacing, or terminating workforce practices that inhibit a competency-based 
process from being performed at its potential capability 

• Adjusting performance objectives to match the capability of the competency-based process 
through which they will be achieved 

• Reorganizing business activities to reduce the impact of variations in the capability of the 
competency-based process on the achievement of performance objectives 

Refer to Practice 12 of the Continuous Capability Improvement process area for information re-
garding improvement actions to take when process performance baselines deviate significantly 
from the capability objectives established for each critical competency-based process. 
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Practice 9 The organization uses its capability data and process performance baselines 
in developing quantitative models of performance. 

Quantitative models of performance can range from simple descriptive statistics concerning capability 
to sophisticated Bayesian, stochastic, or multivariate predictive models. Such models may be used 
to predict individual, workgroup, unit, or organizational performance from the current capability 
of competency-based processes and the conditions that affect them. An organization may begin with 
standard models from related industries and over time refine their algorithms or parameters with internal 
data and experience. Quantitative models may differ in purpose, sophistication, analytic foundation, 
parameters, predictability, and use among the various competency-based processes. 

Examples of quantitative models include the following: 

• Growth curves for projecting the effect of learning and other factors on future capability and 
performance 

• Models for predicting the achievement of organizational performance objectives from the 
aggregated performance results of individuals, workgroups, units, or workforce competen-
cies 

• Predictive models of characteristics most likely to affect capability and performance at the 
individual, workgroup, unit, workforce competency, or organizational levels in order to se-
lect appropriate process performance baselines and adjust performance expectations 

• Models of the effect of variations in workforce practices and activities on the resulting capa-
bility and performance of competency-based processes 

• Models for evaluating decisions involving performance tradeoffs 

• Models of the effect of competency at the individual and workgroup levels on the perform-
ance of competency-based processes 

• Models for assessing how changes or variations in the capability of the individuals compos-
ing a workgroup or unit will affect workgroup and unit performance 

• Models for assessing the effect of capability and performance of competency-based proc-
esses at the individual and workgroup levels on unit and organizational performance 

1. Data are analyzed to develop quantitative models of capability and performance such as: 

− the effect of learning and competency development on the capability of competency-
based processes, 

− differences in the capability of competency-based processes across individuals at differ-
ent skill levels, workgroups, units, or under varying conditions, 

− the effect of aggregating capability results across individuals at different skill levels, 
workgroups, units, or the organization, 

− how the capabilities of competency-based processes interact to  
affect the performance of business activities, 

− the impact of overall performance among alternate ways of organizing business activi-
ties or competency-based processes, and 

− the effects of workforce practices on the capability of competency-based processes. 
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2. Quantitative models of the capability of competency-based processes are used in: 

− planning and tracking committed work, 
− predicting performance and results at the individual, workgroup, unit, and organizational 

levels, and 
− strategic business and workforce planning. 

 

Practice 10 The impact of workforce practices and activities on the capability and per-
formance of competency-based processes is evaluated and managed quanti-
tatively. 

Examples of the effects of workforce practices and activities on the capability of competency-
based processes that the organization might evaluate quantitatively include the following: 

• Improved capability and performance of competency-based processes 

• Reduced variation in the capability and performance of competency-based processes 

• Impact that workforce practices and activities have when adjusted to achieve their most ef-
fective application in different areas of competency-based processes or under different or-
ganizational conditions 

• Reduced variation in the application or performance of workforce activities 

• Increased predictability in the capability and performance of competency-based processes 
1. Methods and associated measures are defined for evaluating the impact of workforce prac-

tices and activities on the capability and performance of competency-based processes. 

Examples of capability measures that may be affected by workforce practices and activities in-
clude the following: 

• Improvements in mean 

• Reduction in performance variation 

• Rate of change in capability parameters 

• Reduced need for different process performance baselines reflecting differences  
in performing competency-based processes by different levels of capability in a competency 
community 

• Improved predictability 

• Improved performance in data aggregated to higher organizational levels 

• Improved business performance or results 
2. Data on the impact of workforce practices and activities are collected from appropriate 

sources and prepared for analysis. 
3. The impact of workforce practices on capability baselines and process performance baselines 

is evaluated. 

Analyses may be conducted either at the level of workforce practices or at the level of compe-
tency-based processes. For example, analyses may be conducted for the effects of one or more 
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workforce practices across a range of competency-based processes. This approach would be ap-
propriate to determine whether the effects of one or more workforce practices differ across vari-
ous competency-based processes. For instance, this approach would be helpful in identifying how 
a bonus program is motivating improved performance in some competency communities but not 
others. 

Alternatively, analyses could be conducted within each competency-based process to determine 
how the organization’s collection of workforce practices affects these processes. For instance, this 
approach would be helpful in identifying which workforce practices do not appear to improve 
performance in a specific workforce competency. 

4. Quantitative analyses of the impact of workforce practices and activities are used by respon-
sible individuals to evaluate: 

− their impact on the capability and performance of various competency-based processes, 
− conditions under which their impact varies, and 
− needs for corrective action. 

5. Corrective actions are taken when quantitative evaluations indicate that the actual impact of 
workforce practices and activities deviates significantly from expectations. These actions 
may include: 

− correcting problems in the performance of workforce activities, 
− adjusting expectations regarding the impact of workforce practices and activities on the 

capability and performance of competency-based processes, 
− redesigning or adjusting workforce practices to improve their impact, and 
− altering the performance of workforce practices and activities under different conditions 

to improve their impact. 

 

Practice 11 Evaluations of the impact of workforce practices and activities on the capabil-
ity and performance of competency-based processes are used in performing 
other business and workforce activities, as appropriate. 

1. Evaluation results are used in strategic business and workforce planning. 

Evaluation results might be used to evaluate or predict such factors as: 

• The rate at which the capability of competency-based processes can be improved 

• The probability of achieving strategic capability levels for competency-based processes and 
quantitative performance objectives 

• The effectiveness with which increases in the capability of competency-based processes can 
lead to improved business performance 

• The return-on-investment for expenditures of time or financial resources on improving the 
capability of competency-based processes 

2. Evaluation results are used to guide such actions as: 

− designing more effective workforce practices for motivating, improving, and sustaining 
performance, 
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− redesigning, replacing, or eliminating ineffective workforce practices, or 
− setting or allocating more realistic or effective quantitative performance objectives. 

Refer to Practice 6 of the Continuous Workforce Innovation process area for information regard-
ing setting improvement objectives for the organization’s workforce practices and activities, 
based on a quantitative understanding of the process performance of these workforce activities. 

 

Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and performance 
of Organizational Capability Management activities. 

Examples of measurements include the following: 

• The number of workforce competencies or competency-based processes for which capability 
analyses are performed 

• The completeness, accuracy, and timeliness of the data collected 

• Frequency with which data is collected and analyzed on the capability of critical workforce 
competencies 

• Length of time between data collection and the presentation of analysis results 

• Frequency with which capability baselines are updated 

• Number and extent of corrective actions taken 

• Number or extent of changes made in workforce activities, based on analysis results 

 

Measurement 2 Measurements are made and used to determine the effectiveness of Organ-
izational Capability Management activities. 

Examples of measures to determine the effectiveness of the organization’s capability management 
activities include the following: 

• Predictability of the organization’s capability in its critical workforce competencies 

• Improvements in the capability achieved through competency development activities 

• Increases in the effectiveness with which competency development activities increase the 
organization’s capability in each of its workforce competencies 

• Increases in the speed with which the organization or its units can increase the level of work-
force competencies 

• Increases in the speed with which the organization or its units can deploy a new workforce 
competency 

• Increases in the organization’s ability to achieve quantitative objectives in the growth of its 
workforce competencies over time 

• Predictable relationships between business performance trends and improvements in the or-
ganization’s capability in critical workforce competencies 
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• Improvements in the capability and performance of competency-based processes 

• Improvements in the prediction or achievement of quantitative performance and business 
objectives 

• Improved correlation between workforce practices and performance results 

• Improved ability to identify and manage factors that affect performance 

• Increases in the organization’s ability to identify areas of competency development activities 
needing corrective action 

• Increases in the organization’s ability to identify areas of workforce activities needing cor-
rective action 

 

Verifying Implementation 

Verification 1 A responsible individual(s) verifies that Organizational Capability Manage-
ment activities are conducted according to the organization’s documented 
policies, practices, procedures, and, where appropriate, plans; and ad-
dresses noncompliance. 

These reviews verify that: 

1. Organizational Capability Management activities comply with the organization’s policies 
and stated values. 

2. Organizational Capability Management activities comply with relevant laws and regulations. 
3. Organizational Capability Management activities are performed according to the organiza-

tion’s documented practices and procedures. 
4. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the Organizational Capability 
Management activities, status, and results; and resolves issues. 

These reviews verify: 

1. The appropriateness of Organizational Capability Management practices and activities. 
2. Progress in improving performance-related workforce practices and activities. 
3. Progress in achieving capability objectives for each critical workforce competency. 
4. Results from reviews of Organizational Capability Management practices and activities. 

Refer to Verification 1 for information regarding reviews of Organizational Capability Manage-
ment activities to ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 
5. Status of resolution of noncompliance issues. 



 

404 | CMU/SEI-2009-TR-003 

6. Trends related to Organizational Capability Management activities. 
7. Trends related to capability baselines. 
8. Effectiveness of Organizational Capability Management activities in achieving quantitative 

management of: 

− the capability of critical workforce competencies, 
− workforce practices and activities in developing the capability of critical workforce 

competencies, and 
− the capabilities of competency-based processes in critical workforce competencies. 

 

Verification 3 The definition and use of measures at the individual, workgroup, and unit 
levels are periodically audited for compliance with organizational policies. 

Organizational policies which may apply could include human resource, human capital, informa-
tion security, confidentiality, privacy, or data disclosure policies. 

1. Definitions of capability measures and information at the individual, workgroup, unit, and 
organizational levels are reviewed for compliance with organizational policies. 

The data definitions define what data is to be collected, aggregated, and used. They are not the 
data values themselves. For example, current organizational capability at each competency level 
within a given workforce competency could be a component of a data definition, but the organiza-
tional resource profile, showing the numbers of individuals at each level of capability would be a 
specific data value for current organizational capability. 

2. Periodic audits ensure that competency description and competency information are accessed 
and used in accordance with organizational policies. 

These audits may be accomplished through reviews of ongoing reporting, such as system access 
and use monitoring reports, and auditing to ensure compliance with relevant information security 
standards and organizational policies. 

System access and use monitoring ensures that the data are accessed only by authorized individu-
als, while compliance auditing ensures that these individuals perform appropriate procedures in 
compliance with organizational policies and standards. 
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Mentoring 

A process area at Maturity Level 4: Predictable 

Purpose 

The purpose of Mentoring is to transfer the lessons of greater experience in a workforce compe-
tency to improve the capability of other individuals or workgroups. 

Description 

The organization develops objectives for its mentoring activities. Appropriate types of mentoring 
relationships are designed for accomplishing different mentoring objectives. Criteria are devel-
oped for selecting mentors and those chosen are trained for their assignments. Individuals or 
workgroups being mentored are provided orientation on how they can best take advantage of a 
mentoring relationship. Criteria are developed and used for assigning mentors to individuals or 
workgroups. The mentor and the individual or workgroup being mentored establish agreements on 
how their relationship will be conducted. Mentors meet periodically and occasionally evaluate 
whether they are achieving their objectives. Advice is available to improve the effectiveness of 
the mentoring relationship. Mentoring activities are evaluated against their objectives to identify 
needed improvements. 

At the Defined Level, mentoring and coaching is informal, and the knowledge and skills imparted 
by the mentor are defined more by their experience and judgment than by a documented combina-
tion of knowledge, skills, and process abilities to be imparted. The purposes for mentoring were to 
support competency development, but the specific content to be imparted was not defined. At the 
Predictable Level, mentoring and coaching activities are organized around, and guided by, a de-
fined content of the knowledge, skills, and process abilities to be imparted. This content is defined 
to a level sufficient for guiding mentors and coaches to achieve common and consistent compe-
tency development results with individuals or workgroups. At the Predictable Level, mentoring or 
coaching activities are organized to make use of, and to deploy, competency-based assets. Thus, 
mentoring becomes a formal means of transferring a defined content of the knowledge, skills, and 
process abilities, typically contained in competency-based assets, to individuals and groups 
throughout the organization as an advanced form of competency development. 

 

Goals 

Goal 1 Mentoring programs are established and maintained to accomplish defined 
objectives. 

Goal 2 Mentors provide guidance and support to individuals or workgroups. 

Goal 3 Mentoring practices are institutionalized to ensure they are performed as 
defined organizational processes. 
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Commitment to Perform 

Commitment 1 The organization establishes and maintains a documented policy for con-
ducting Mentoring activities. 

Issues typically addressed in the policy include: 

1. Mentoring activities serve the business objectives and stated values of the organization. 
2. Mentoring activities are encouraged but not imposed on individuals. 
3. Mentoring activities are included in the strategic workforce plans of the organization. 
4. Mentoring activities are instituted, where appropriate, to provide support to individuals or 

workgroups. 
5. Documented procedures are developed and used to guide mentoring activities. These proce-

dures typically specify: 

− requirements for the selection, training, and assignment of mentors; 
− conditions under which mentoring relationships may be established, changed, or termi-

nated; and 
− requirements for periodic evaluation of mentoring activities to ensure their effectiveness 

and to identify improvements. 
6. Mentoring practices and activities comply with relevant laws, regulations, and organizational 

policies. 

 

Commitment 2 An organizational role(s) is assigned responsibility for coordinating Mentor-
ing activities across the organization. 

The role(s) coordinates and helps to: 

1. advise on how to organize and conduct mentoring activities, 
2. communicate general information about mentoring activities, 
3. conduct training or orientation sessions for mentors and individuals or workgroups, 
4. advise and counsel mentors and individuals or workgroups during their mentoring relation-

ships, and 
5. provide feedback on the progress of mentoring activities to executive management. 
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Ability to Perform 

Ability 1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that members of the unit participate in Mentoring activities, as ap-
propriate. 

Ability 2 Adequate resources are provided for performing Mentoring activities. 
1. Experienced individuals are made available to act as mentors. 
2. Resources to support mentoring activities are made available. 

Examples of resources needed to support the mentoring program include the following: 

• Training for mentors 

• Orientation for individuals or workgroups to be mentored 

• Availability of an advisor for mentors, individuals, or workgroups 

• Support for evaluation of the mentoring program 
3. Adequate funding is made available to support Mentoring activities. 
4. Time is made available for mentors and individuals or workgroups to engage in Mentoring 

activities. 

 

Ability 3 Individuals selected to act as mentors develop the knowledge, skills, and 
process abilities needed in relevant mentoring objectives, techniques, and 
skills to perform their responsibilities. 

1. Mentors receive preparation in techniques and skills to accomplish their mentoring objec-
tives. 

Examples of techniques and skills in which mentors are trained include the following: 

• How to accomplish mentoring program objectives 

• How to conduct a mentoring relationship 

• Interviewing and active listening 

• Providing guidance and advice 

• Providing a role model 

• Problem solving 

• Performance improvement methods 

• Principles of knowledge and skill development 

• Career opportunities and development methods 

• Advising workgroups 

• Team building 

• Methods for integration with the organizational culture 

• Roles to be fulfilled 
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• How to evaluate mentoring success 
2. For mentoring activities focused on competency development, mentors receive preparation 

for imparting documented knowledge, skills and process abilities using defined mentoring 
processes. 

3. Guidance is made available to mentors and those they mentor on how to improve their men-
toring relationship. 

Examples of guidance provided on mentoring relationships include the following: 

• How to initiate the relationship 

• When and how frequently to have meetings 

• Potential topics to be discussed 

• How to determine the mentoring needs of those being mentored 

• Methods for pursuing mentoring objectives 

• How to track progress in the mentoring relationship 

• How to handle job or career problems 

• How to overcome problems in the mentoring relationship 
4. An advisor is available to mentors or coaches to discuss how to make mentoring relation-

ships more effective. 

 

Ability 4 Affected individuals receive appropriate orientation in Mentoring practices. 
1. Individuals or workgroups to be mentored receive orientation in the mentoring relationship. 

Those to be mentored can include the following: 

• Individuals 

• Groups of individuals 

• Workgroups 

Examples of topics covered in orientation regarding mentoring activities include the following: 

• Objectives of the mentoring relationship 

• Attributes of an effective mentoring relationship 

• Problem-solving skills 

• Expectations for mentoring relationships 

• Roles to be fulfilled in mentoring 

• How to handle problems or inefficiencies in the mentoring relationship 
2. When appropriate, orientation is provided to other individuals affected by mentoring activi-

ties. 

Orientation to the mentoring program is typically focused on the individual or workgroup being 
mentored. Other orientation activities may include the following: 
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• A combined session for mentors and individuals or workgroups being mentored 

• An orientation session for managers of those being mentored to make them familiar with the 
mentoring process and encourage their cooperation with the mentoring program 

 

Ability 5 The practices and procedures for performing Mentoring are defined and 
documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for coordinating Mentoring activities across the 
organization ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing Mentoring practices are captured to support the future use and 
improvement of the organization’s practices. 
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Practices Performed 

Practice 1 Opportunities for using the experience of the workforce to improve perform-
ance or achieve other organizational objectives are identified. 

1. Potential opportunities for mentoring activities are identified. 

Examples of sources through which potential opportunities for mentoring might be identified in-
clude the following: 

• Periodic review by competency ownership teams of opportunities to use mentoring in com-
petency development activities 

• Periodic review by responsible individuals of mechanisms for more rapidly transferring 
knowledge across the organization 

• Recommendations for mentoring or requests for mentors from the workforce 

• Identified needs for addressing knowledge shortfalls in segments of the workforce 

• Periodic organizational assessment of opportunities by a knowledgeable person 

• Support mechanism for a new program, technology, or change in some segments of the or-
ganization 

2. Opportunities to benefit from mentoring are evaluated and prioritized. 

Mentoring programs can be evaluated at the organizational or unit level, or within ownership 
teams for workforce competencies. The evaluation and prioritization would ordinarily be per-
formed by the entity with the authority and budget to initiate a specific type of mentoring pro-
gram. 

3. Mentoring programs are initiated based on relevant criteria, such as budget or availability of 
qualified mentors. 

 

Practice 2 The objectives and structure of each mentoring program are defined. 
1. Each mentoring program addresses specific competencies, positions, individuals, or work-

groups within the organization that can be involved in its mentoring activities. 
2. Each mentoring program establishes a set of objectives that its mentoring activities are to 

accomplish. 

Examples of objectives for mentoring activities include providing: 

• Orientation and adjustment to the organization 

• Support for the acquisition of knowledge, skills, and process abilities 

• Support for the development of workforce competencies 

• Preparation of specific management or executive skills 

• Support to individuals or workgroups 



 

411 | CMU/SEI-2009-TR-003 

• Support for sharing the knowledge, experience, and artifacts that result from performing 
competency-based processes with others who might benefit from them 

• One-on-one personal attention 

• Support for attaining improved workgroup effectiveness 

• Workgroup development 

• Performance improvement guidance and support 

• Career advice and development 

• Counseling and advice concerning problems 
3. Each mentoring program defines a mentoring process to a level of detail sufficient to ensure 

that those who receive mentoring develop the appropriate level of competency. 

At the Defined Level, mentors and those they mentor are allowed to develop their relationships 
according to what they believe would be most effective. However, at the Predictable Level, the 
process is made sufficiently formal to ensure that mentors are consistent in the capabilities im-
parted to those being mentored. 

− Procedures for mentoring activities are tailored to each set of objectives. 

Different types of mentoring relationships may be defined for different sets of objectives. For in-
stance, mentoring activities may differ by position or tenure in the organization such as those de-
signed for new employees versus those designed for new executives. 

Examples of elements that could be defined for each type of mentoring relationship include the 
following: 

• The roles and responsibilities of the mentor and the individual or workgroup 

• How mentors are selected and trained 

• How individuals or workgroups receive orientation on mentoring 

• How mentoring relationships are established 

• How objectives of the relationship are accomplished 

• How the mentoring relationship is monitored for effectiveness 

• How the mentoring relationship is evaluated 

• The expected duration of the mentoring relationship 

− Roles are defined for mentors to fulfill. 

Examples of roles that mentors might fulfill include the following: 

• Role model 

• Personal or workgroup advisor 

• Career counselor or sponsor 

• Knowledge and skill developer 

• Performance advisor 

• Problem solver 
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• Expert 
4. The knowledge, skills, and process abilities that are imparted through mentoring are: 

− documented as competency-based assets, 

Refer to Practice 10 of the Competency-Based Assets process area for information regarding the 
use of mentoring or coaching activities to deploy competency-based assets. 

− drawn from or based on the content of documented workforce competency descriptions, 
− organized for use according to levels of capability represented in graduated career op-

portunities, 
− complete enough to ensure that those being mentored have the competency required to 

perform at the intended level, 
− described at a level of detail sufficient to create a common understanding among men-

tors or coaches of the specific knowledge, skills, and process abilities to be imparted at 
different points in the mentoring relationship, 

− sufficiently thorough to ensure that any individual or workgroup who has worked 
with a mentor or coach has achieved a minimum capability for performing competency-
based processes, and 

− reviewed and updated, as necessary. 
5. Alternative structures for providing the types of benefits achieved through mentoring are 

considered when appropriate. 

Examples of alternate approaches to mentoring include the following: 

• Mentoring circles 

• Local professional groups 

• A process group or improvement group 

• Other support groups or networks, such as a local software process improvement network 
(SPIN) group 

6. Feedback on each mentoring program is collected by a responsible individual(s) to support 
evaluation of mentoring activities. 

Examples of feedback data used to evaluate mentoring programs include the following: 

• Feedback received from mentors or those being mentored 

• The evaluation of mentoring activities by those being mentored 

• Reports from advisors who are available to support mentors or coaches 

• Results of meetings conducted from time to time to allow mentors, individuals, or work-
groups to express concerns or improvements that should be considered in improving the 
mentoring programs or mentoring relationships 

• Measurements regarding the status, performance, and effectiveness of mentoring activities 
7. Each mentoring program is periodically evaluated to ensure that it is achieving its set of ob-

jectives and revised or terminated, when necessitated by feedback on the mentoring program, 
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levels of workforce capability, or changes in business strategy or conditions, to improve the 
value of the mentoring performed. 

 

Practice 3 Each mentoring program is communicated to affected individuals and work-
groups. 

Information about each mentoring program to be communicated may include the following: 

• Program objectives and structure 

• The positions, individuals, or workgroups covered in the program 

• Procedures for volunteering to act as a mentor 

• Procedures for being included as an individual or workgroup receiving mentoring 

• Orientation or training requirements 
1. Methods are selected to invite participation in the mentoring program based on the objectives 

established for the mentoring program. 

Examples of methods that could be used to invite participation in the mentoring program range 
from active personal solicitation to passive announcements of the program’s availability. 

2. Individuals or workgroups are invited to participate in the mentoring program. 
3. A responsible individual is available to answer questions about each mentoring program. 

 

Practice 4 Mentors are selected and matched with individuals or workgroups to be men-
tored. 

1. Criteria are defined for selecting mentors. 

Examples of criteria for selecting mentors include the following: 

• Commitment to developing knowledge, skills, and process abilities in others 

• Commitment to developing and guiding others 

• Interpersonal and communication skills, such as the ability to listen, trustworthiness, and 
objectivity 

• Ability to provide a successful role model 

• Experience required to mentor various competencies, positions, individuals, or workgroups 

• Knowledge required to mentor various competencies, positions, individuals, or workgroups 

• Business and organizational judgment 

• Availability requirements 

• Ability to assess development or career needs 

• Ability to provide guidance on performance or career enhancement 

• Ability to provide personal support 
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• Ability to work with workgroups 

• Commitment to initial and ongoing mentor training 
2. Candidates who have applied for mentoring assignments are evaluated against the criteria, 

and those who are qualified are selected to act as mentors. 
3. Selected mentors are prepared to perform their mentoring responsibilities 

Refer to Ability 3 of this process area for information regarding preparation of mentors. 

4. Selected mentors are assigned to individuals or workgroups, based on defined criteria for: 

− maintaining organizational or managerial distance between the mentor and the individual 
or workgroup to be mentored, 

− matching mentors with individuals or workgroups, 

Examples of criteria for matching mentors with individuals or workgroups include the following: 

• Task, position, or career experiences 

• Knowledge and skill needs of the individual or workgroup to be mentored 

• Personal development needs of the individual to be mentored 

• Workgroup or team development needs 

• Common backgrounds 

• Career aspirations of the individual or workgroup to be mentored 

• Ability to match schedules for meetings 

• Personalities or interests 

• Level of mentoring involvement 

• Exposure to the breadth of the organization 

• Geographical considerations 

− ensuring successful transfer of competency-based assets to the individual or workgroup 
being mentored, 

Refer to the Competency-Based Assets process area for information regarding the use of compe-
tency-based assets. 

− handling requests for specific mentoring assignments, and 
− having the necessary preparation in relevant mentoring objectives, techniques, and skills. 

 

Practice 5 Mentors and those they mentor establish a mentoring relationship. 
1. Both mentors and those they mentor receive appropriate training or orientation before estab-

lishing their mentoring relationship. 
2. During their initial meetings, mentors and the individual or workgroup establish the basic 

agreements on which their relationship will develop. 

Examples of issues that they should reach agreement on include the following: 
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• What they both expect to achieve from the mentoring relationship 

• Whether they will meet on a periodic or event-driven basis 

• Whether they will build and track a plan for their mentoring activities 

• A schedule for their meetings 

• Expected duration of the mentoring relationship 

• Specific exit criteria, related to the achievement of specific objectives for the mentoring rela-
tionship 

• How they will evaluate their progress 

• How they will conduct their meetings 

• How they will communicate between meetings 
3. Mentors and the individual or workgroup determine the specific objectives to be accom-

plished through the mentoring relationship. 
4. If competency development is a focus of the mentoring relationship, they evaluate and agree 

on what knowledge, skills, and process abilities the individual or workgroup needs to de-
velop 

5. When establishing a relationship where competency development is an objective, mentors or 
coaches arrange their responsibilities to ensure that the documented knowledge, skills, and 
process abilities are: 

− learned sufficiently to allow those being mentored to perform competency-based activi-
ties at the intended level of capability, 

− imparted on a timely schedule, and 
− demonstrated in performing business activities. 

6. The mentor provides feedback and guidance to those they mentor in a timely manner. 
7. The mentor and those they mentor continually discuss the job performance or behavior of the 

individual or workgroup, and plan for future development needs. 

Examples of issues that might be handled during mentoring sessions include the following: 

• Evaluation of current performance and behaviors 

• Use of time 

• Setting priorities 

• Self management 

• Interpersonal style and skills 

• Replaying the handling of situations or the making of decisions 

• Identifying strengths and areas needing development 

• Analyzing barriers to job performance or career growth 

• Identifying needed changes in attitude or style 

• Analyzing the processes, resources, and operations of the organization relevant to the indi-
vidual or workgroup being mentored 

• Analyzing career options and needed skills 
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• Identifying actions and plans to support development needs 
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Practice 6 Mentors assist individuals or workgroups in developing capability in work-
force competencies. 

1. Mentors maintain awareness of developments in the workforce competencies relevant to the 
individuals or workgroups they mentor. 

2. Mentors evaluate gaps between the current capability and the capability levels established in the 
mentoring objectives of the individuals or workgroups they mentor. 

3. Mentors assist individuals or workgroups in improving their capability relative to their: 

− mentoring objectives, 
− individual development objectives, if appropriate, and 
− workgroup development objectives, if appropriate. 

4. Mentors assist individuals or workgroups in adopting and improving their capability in using 
competency-based processes. 

An example of a mentor assisting a workgroup in adopting a competency-based process would be 
the use of a TSP® Launch Coach to help a software team initiate a project using the software de-
velopment processes incorporated in the Team Software Process® [Humphrey 00]. This example 
of mentoring involves a person who has been certified by an external entity (the Software Engi-
neering Institute at Carnegie Mellon University authorizes TSP Launch Coaches) to assist indi-
viduals or workgroups in developing or improving their capability in specific competency-based 
processes. 

5. Mentors provide feedback to those they mentor on their capability and rate of development 
in workforce competencies and other skills relevant to their mentoring objectives. 

6. Mentors use competency-based assets in conducting their mentoring activities. 
7. Mentors assist those they mentor in learning how to leverage or benefit from competency-

based assets in performing their business activities. 
8. When appropriate, mentors can assist individuals or workgroups in using and interpreting 

data during quantitative management activities. 

Mentors are especially valuable to individuals or workgroups who are attempting to manage their 
competency-based processes quantitatively. The concept of mentor used in the People CMM is 
broad, and one form of mentor would be a Six Sigma Blackbelt or similarly qualified expert in 
quantitative process analysis and improvement who assists individuals or workgroups in analyz-
ing and improving their operating processes. Refer to the Quantitative Performance Management 
process area for information regarding quantitative management practices. 

 

Practice 7 Mentoring relationships are reviewed to ensure that they satisfy their in-
tended objectives. 

1. The mentor and those they mentor review the progress they are making toward their agreed-
upon objectives on a periodic or event-driven basis. 

Examples of reasons for conducting this review could include the following: 
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• Normal period for review, as established in the basic agreements on the mentoring relation-
ship that were established between the mentor and those they mentor 

• A change in the competency of those being mentored 

• Change in work assignments that cause mentoring to be difficult 

• Problems in the mentoring relationship 

• Attainment of the goals intended objectives of the mentoring relationship 

• Assigning a new mentor to the individual or workgroup being mentored 
2. When problems with mentoring relationships are identified, corrective action is taken to re-

solve the problem. 

Examples of corrective actions include the following: 

• Reestablishing the basis for the specific mentoring relationship 

• Planning more effective meetings or actions 

• Getting additional advice or training on conducting an effective mentoring relationship 

• Assigning a new mentor to the individual or workgroup 
3. The mentor and individual or workgroup can agree to discontinue their mentoring relation-

ship at any time. 

 

Practice 8 Mentors support the development and improvement of competency-based 
assets. 

1. Mentors identify opportunities to capture lessons from their mentoring activities that can be 
incorporated into developing or improving competency-based assets. 

Examples of contributions that mentors can make to developing or improving competency-based 
assets include additions or improvements to the following: 

• competency-based processes 

• competency development materials or methods 

• lessons learned or other information in a knowledge repository 

• measures of competency-based processes 

• any competency-based asset(s) relevant to a workforce competency 
2. Mentors contribute to the development or improvement of competency-based assets through 

mechanisms that are appropriate for the specific type of asset. 

Refer to Practices 4, 5, and 6 of the Competency-Based Assets process area for information re-
garding the development and maintenance of competency-based assets. 
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Practice 9 Mentors participate in performance management and related workforce ac-
tivities, as appropriate. 

1. Mentors hold continuing discussions with the individuals or workgroups they coach on the 
performance of their work. 

2. For the individuals or workgroups they mentor, mentors may provide input for: 

− formal performance feedback, 
− training and development needs, 
− personal development plans, 
− performance improvement plans, 
− workgroup staffing and composition, 
− decisions regarding adjustments to compensation, or 
− decisions regarding promotion or career advancement. 

 

Practice 10 The organization’s workforce practices support mentoring activities, as 
needed. 

1. Workforce practices are adjusted, as necessary, to achieve the objectives of the organiza-
tion’s mentoring programs. 

Examples of areas where workforce practices may need to be adjusted to support mentoring ac-
tivities include the following: 

• Performance management 

• Training and development 

• Recognition and rewards 

• Compensation 

• Competency analysis and development 

• Career development 

• Work environment 

• Workgroup development and role definitions 

• Quantitative performance management 

• Organizational capability management 
2. Objectives of the mentoring relationship are confidential and should not be revealed without 

the agreement of the individual. 
3. Objectives and progress in their mentoring relationships are not used in performing any 

workforce activities without the agreement of the individuals affected. 
4. Mentors are recognized for successful mentoring activities. 

Examples of recognition for successful mentors include the following: 

• Awards 
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• Public recognition in meetings or newsletters 

• Privileges 

• Financial considerations 

• Acknowledgment for success in mentoring-related performance or career objectives 

 

Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and performance 
of Mentoring activities. 

Examples of measurements include the following: 

• The number of mentoring relationships established 

• The rate at which candidates apply to become mentors 

• The rate at which new mentors are trained and assigned 

• The efficiency with which new mentoring relationships are established 

• The frequency with which mentors and those they mentor interact 

• The evaluation of mentoring activities by those being mentored 

• The number of problems identified and improvements made in mentoring relationships 

 

Measurement 2 Measurements are made and used to determine the effectiveness of Mentor-
ing activities. 

Examples of measurements to determine the effectiveness of Mentoring activities include the fol-
lowing: 

• The growth of workforce competencies in individuals or workgroups being mentored 

• The ability of individuals or workgroups being mentored to use the resources of the organi-
zation 

• The performance of individuals or workgroups being mentored on their tasks 

• The career development of individuals being mentored 

• The alignment of individual and workgroup motivations with the objectives of the organiza-
tion 



 

421 | CMU/SEI-2009-TR-003 

 

Verifying Implementation 

 

Verification 1 A responsible individual(s) verifies that Mentoring activities are conducted 
according to the organization’s documented policies, practices, procedures, 
and, where appropriate, plans; and addresses noncompliance. 

These reviews verify that: 

1. Mentoring activities comply with the organization’s policies and stated values. 
2. Mentoring activities comply with relevant laws and regulations. 
3. Mentoring activities are performed according to the organization’s documented practices and 

procedures. 
4. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews Mentoring activities, status, and 
results; and resolves issues. 

These reviews verify: 

1. The appropriateness of Mentoring activities. 
2. Progress in performing Mentoring activities. 
3. Results from reviews of Mentoring practices and activities. 

Refer to Verification 1 for practices regarding reviews of Mentoring activities to ensure adherence 
to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 
4. Status of resolution of noncompliance issues. 
5. Trends related to Mentoring. 
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8.4 The Optimizing Level: Maturity Level 5 

Process Areas at the Optimizing Level focus on continually improving the organization’s capabil-
ity and workforce practices. Individuals continually improve the personal work processes they use 
in performing competency-based processes. Workgroups continuously improve their operating 
processes through improved integration of the personal work processes of their members. The 
organization evaluates and improves the alignment of performance among its individuals, work-
groups, and units both with each other and with the organization’s business objectives. The or-
ganization continually evaluates opportunities for improving its workforce practices through in-
cremental adjustments or by adopting innovative workforce practices and technologies. The 
process areas at Maturity Level 5 include: 

• Continuous Capability Improvement 

• Organizational Performance Alignment 

• Continuous Workforce Innovation 
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Continuous Capability Improvement 

A process area at Maturity Level 5: Optimizing 

Purpose 

The purpose of Continuous Capability Improvement is to provide a foundation for individuals and 
workgroups to continuously improve their capability for performing competency-based processes. 

Description 

Continuous Capability Improvement involves enterprise-wide support for individuals and work-
groups as they focus on improving their capability in the performance of competency-based proc-
esses. The organization establishes a voluntary framework for continuously improving personal 
work processes and workgroup operating processes. Within each competency community, actions 
are taken to continually improve the capability and performance of competency-based processes. 

Individuals focus on the capability of their personal methods for performing competency-based 
processes. Individuals analyze the capability of their personal work processes, identify opportuni-
ties for improvement, and establish measurable improvement objectives. Individuals engage in 
learning activities to continuously improve the capability and performance of their personal work 
processes. 

Workgroups focus on improving the capability and performance of their operating processes by 
continuously improving the integration of the personal work processes performed by workgroup 
members. Workgroups analyze the capability of their operating processes to identify opportunities 
for improvement. Workgroups set measurable objectives for improvement and continuously im-
prove their capability and performance. The organization adjusts the application of workforce 
practices to support continuous competency improvement. 

Within competency communities, recommendations from improvements in personal work proc-
esses or workgroup operating processes are reviewed to determine if they should be incorporated 
into defined competency-based processes. Capability objectives are established for competency-
based processes based on the organization’s business objectives. Improvement objectives are es-
tablished for competency-based processes whose capability is insufficient to achieve these capa-
bility objectives. Within some competency communities, responsible individuals identify oppor-
tunities for improving competency-based processes and evaluate potential improvements. 
Improvements that demonstrate their value are incorporated into competency-based processes and 
made available for use. The organization’s workforce practices are adjusted to support continual 
improvement at all levels of the organization. 
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Goals 

Goal 1 The organization establishes and maintains mechanisms for supporting con-
tinuous improvement of its competency-based processes. 

Goal 2 Individuals continuously improve the capability of their personal work proc-
esses. 

Goal 3 Workgroups continuously improve the capability of their workgroup’s operat-
ing processes. 

Goal 4 The capabilities of competency-based processes are continuously improved. 

Goal 5 Continuous Capability Improvement practices are institutionalized to ensure 
they are performed as defined organizational processes. 

 

Commitment to Perform 

Commitment 1 The organization establishes and maintains a documented policy for con-
tinuously improving individual and workgroup capability. 

Issues typically addressed in the policy include: 

1. Continuous Capability Improvement activities serve the business objectives and stated val-
ues of the organization. 

2. Individuals and workgroups are encouraged to continuously improve their capability. 
3. Individuals and workgroups set measurable objectives for improving their capability. 
4. Support is provided for assisting individuals and workgroups in continuously improving their 

capability. 
5. All individuals and workgroups are able to voluntarily participate in continuously improving 

their capability. 
6. The organization proactively investigates improvements to competency-based processes and 

deploys those that prove most promising. 
7. Continuous Capability Improvement practices and activities comply with relevant laws, 

regulations, and organizational policies. 
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Commitment 2 An organizational role(s) is assigned responsibility for coordinating Continu-
ous Capability Improvement activities across the organization. 

Examples of individuals who might coordinate Continuous Capability Improvement activities 
across the organization include the following: 

• Operational managers and executives 

• Human capital officers or human capital managers 

• Knowledge officers or managers 

• Quality, efficiency, or performance experts 

• Human resources or other appropriate professionals 

• Training or development groups 

• Competency ownership groups 

• Measurement or process improvement groups 

 

Ability to Perform 

Ability 1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that members of the unit participate in Continuous Capability Im-
provement activities, as appropriate. 

Ability 2 Within selected workforce competencies, responsible individual(s) coordi-
nate activities to improve its competency-based processes. 

Refer to Ability 1 in the Competency Analysis process area and Ability 2 in the Competency-
Based Assets process area for information regarding those who are involved in maintaining and 
improving competency-based processes and competency-based assets. 

Examples of individuals who might coordinate Continuous Capability Improvement activities 
within a workforce competency include the following: 

• Competency ownership group, or an organizational competency definition or competency 
management group, for the workforce competency 

• Knowledge officers or managers 

• Human resources or other appropriate professionals 

• Training or development groups 

• Committee of representatives from ownership teams for each workforce competency 

• Measurement or process improvement groups 
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Ability 3 Adequate resources are provided for continuously improving individual and 
workgroup capabilities. 

1. Experienced individuals who have expertise in capability improvement are available for 
coaching individuals and workgroups. 

Examples of individuals with appropriate expertise include the following: 

• Subject matter experts 

• Process improvement professionals 

• Professionals experienced in Six Sigma techniques 

• Measurement experts 

• Mentors or coaches 
2. Funding and resources for supporting Continuous Capability Improvement activities are 

made available. 

Examples of resources to support Continuous Capability Improvement activities include the fol-
lowing: 

• Data collection tools 

• Statistical analysis packages 

• Tools to support representation and analyses of workflow and processes 

• Competency-based assets or repositories 

• Databases and other repositories 

• Intranet and other means of electronic access 

• Knowledge management tools 

• Reporting and communication tools 
3. The organization’s strategic workforce plan provides guidance to units for individual and 

workgroup participation in continuous capability improvement activities. 
4. Each unit’s workforce planning allocates a portion of each individual’s time for participation 

in continuous capability improvement activities. 

 

Ability 4 Mentoring support is offered to improve the capability and performance of 
individuals and workgroups. 

In the context of Continuous Capability Improvement, mentoring is provided primarily in the 
form of detailed coaching in the knowledge, skills, and process abilities involved in the personal 
and workgroup processes undergoing improvement. Although some authors distinguish between 
mentoring and coaching, the People CMM treats coaching as a special form of mentoring that 
focuses on detailed expertise in the knowledge, skills, or process abilities of one or more work-
force competencies. The use of mentors in Continuous Capability Improvement implies using an 
experienced individual(s) with expert capability in the competency-based processes on which 
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these personal and workgroup processes are based. Refer to the Mentoring process area for infor-
mation regarding selecting and preparing mentors and for information regarding establishing and 
maintaining a mentoring relationship. 

1. Improvement opportunities are evaluated to determine whether the individual or workgroup 
could benefit from mentoring support. 

Mentors providing detailed coaching are made available in situations where performance im-
provements are expected to contribute most strongly to achieving unit or organizational perform-
ance objectives. Examples of factors to be considered in evaluating the benefits of providing a 
mentor include the following: 

• The impact of the processes being coached on meeting unit or organizational performance 
objectives 

• The marginal improvement in work performance to be achieved through coaching 

• The number of individuals and workgroups affected 

• The rate at which capability can be increased 

• The opportunity to transfer unique knowledge, skill, or process abilities 

• The ability to increase unit and organizational capability or performance 
2. Opportunities to provide detailed coaching are prioritized and selected. 

Examples of factors to be considered in prioritizing mentoring opportunities include the follow-
ing: 

• Magnitude of the expected enhancement in performance 

• Potential value of mentoring to achieving individual, unit or organizational performance ob-
jectives 

• The number of people available qualified to provide detailed coaching 

• The balance between performing work and coaching 

• The value of raising staff capability in targeted areas 
3. Mentoring relationships are established in those selected situations to support individuals or 

workgroups in improving their capability and performance.  

Mentoring relationships are established where the enhancement in performance will justify the 
investment in coaching support. Refer to Practices 4, 5, 6, and 7 of the Mentoring process area for 
information regarding selecting and assigning mentors and establishing and maintaining a mentor-
ing relationship. 
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Ability 5 Individuals and workgroups develop the knowledge, skills, and process abili-
ties needed to perform their responsibilities in applying techniques for con-
tinuously improving their capabilities. 

Examples of learning opportunities to support Continuous Capability Improvement include the 
following: 

• Measurement and analysis of personal work processes and performance 

• Measurement and analysis of workgroup processes and performance 

• Process engineering techniques 

• Advanced knowledge, skills, or process abilities underlying relevant competencies 

• Statistical analysis 

• Change management 

 

Ability 6 The practices and procedures for performing Continuous Competency Im-
provement are defined and documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for coordinating Continuous Competency Im-
provement activities across the organization ensures that defined practices and procedures 
are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived from 
planning and performing Continuous Capability Improvement practices are captured to sup-
port the future use and improvement of the organization’s practices. 
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Practices Performed 

Practice 1 Individuals and workgroups are empowered to continuously improve their 
capability for performing competency-based processes. 

1. Support for individuals and workgroups to participate in continuous capability improvement 
is communicated throughout the organization. 

2. Units include support for continuous capability improvement in planning their workforce 
activities. 

3. Participation in continuous capability improvement is voluntary. 
4. Where appropriate, activities for continuous capability improvement are supported in the 

personal development plans of those participating in improvement activities. 

 

Practice 2 Individuals characterize the capability and performance of their personal work 
processes. 

Personal work processes refer to how single individuals perform the elementary tasks constituting 
the competency-based processes involved in their work. 

  The purpose of this practice is for individuals to characterize these personal work processes at a 
more detailed level than provided in the definitions of the competency-based processes included 
in the organization’s set of standard processes. Refer to the Competency Analysis, Workgroup 
Development, and Competency Integration process areas for information regarding defining com-
petency-based and workgroup processes. 

1. Individuals indentify competency-based processes to provide a framework for describing 
their personal work processes. 

Competency-based processes are typically defined at a level of abstraction higher than the ele-
mentary tasks performed by individuals when participating in these processes. In many cases, 
competency-based processes are defined only to the level of the interactions among people re-
quired to accomplish a business activity. Individuals may differ substantially in how they perform 
the elementary tasks that constitute a component of a competency-based process. For instance, 
salespeople may use different techniques in closing a sale or designers may perform their activi-
ties in different orders based on their preferred design philosophy, experience, or area of greatest 
knowledge. 

2. Individuals analyze their work activities and describe how they uniquely perform the compe-
tency-based processes involved. 

Examples of process descriptions include the following: 

• Textual listings of work activities 

• Flowcharts or other graphical depictions of work activities 

• Procedural descriptions of work activities 
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• Highlighted points of contribution in processes at the workgroup, unit, or organizational lev-
els 

3. Individuals use measures defined during Quantitative Performance Management activities as 
a basis for measuring the capability and performance of their personal work processes. 

Refer to the Quantitative Performance Management process area for information regarding defin-
ing measures of performance at the unit and workgroup level. If the measures used in quantita-
tively managing performance have been defined at the workgroup level, then measures character-
izing the capability of personal work processes will have to be defined. However, if performance 
is being quantitatively managed at the individual level, these measures may be sufficient if they 
provide the insight required to continuously improve the capability of personal work processes. 

4. Individuals define measures that can be used in analyzing their personal work processes. 

To the extent that individuals can tailor standard measures of competency-based processes, they 
can benefit from the comparison of existing capability baselines and results. However, the pri-
mary purpose of the measures established in this practice is to gain insight into personal perform-
ance and guide personal improvement actions. The most important attribute of these measures is 
their accuracy in characterizing individual capability in performing competency-based processes. 
Examples of issues to consider in defining measures of personal work processes may include the 
following: 

• Relationship to individual, workgroup, or unit performance objectives 

• Relationship to measures of competency-based, integrated competency-based, or workgroup 
operating processes 

• Ability to characterize individual contribution to the workgroup or unit 

• Accuracy of characterizing unique aspects of assigned responsibilities 

• Relationship to personal development or improvement objectives 

• Likelihood of providing insight into personal styles, habits, or sources of mistakes 

• Difficulty of collection or interpretation 
5. Individuals collect and retain measures characterizing the capability and performance of their 

personal work processes. 

The capability of a personal work process is the range of outcomes that occur when an individual 
performs it repeatedly. Examples of capability measures may include the following: 

• Time to perform the process 

• Mistakes made in performing the process 

• Effectiveness of coordination with processes performed by others 

• Number of work products produced per unit of time 

• Quality of work products produced by the process 



 

431 | CMU/SEI-2009-TR-003 

 

Practice 3 Individuals evaluate the capability of their personal work processes to identify 
opportunities for improvement. 

1. Individuals review strategies and methods employed in Quantitative Performance Manage-
ment activities as a basis for evaluating the capability of their personal work processes. 

If the unit of analysis for Quantitative Performance Management activities is the workgroup, then 
additional quantitative analysis methods will have to be defined for analyzing the capability of 
personal work processes. However, if quantitative performance management has been imple-
mented at the individual level, then these measures and analyses may be sufficient if they provide 
the insight needed to support continuous capability improvement. 

2. Individuals define the strategies and methods that can be used in evaluating the capability of 
their personal work processes. 

3. Individuals determine the capability of their personal work processes. 

Typically, capability is described quantitatively, most often using statistics. Examples of statisti-
cal representations for the capability of a work process include the following: 

• Descriptive statistics of central tendency and dispersion 

• Frequency distributions or probability density functions 

• Statistical process control charts 

• Curve-fitting techniques 
4. Individuals identify the root causes of inefficiency or defects in their personal work proc-

esses. 
5. The capabilities of personal work processes are analyzed to determine their potential for im-

provement. 
6. Individuals continuously refine measures of their personal work processes to improve their 

analyses and insight. 
7. Individuals maintain records of their capability and performance. 

 

Practice 4 Individuals establish measurable improvement objectives and plans for im-
proving the capability of their personal work processes. 

1. Personal work processes are prioritized according to the potential they present for improving 
work performance. 

2. Individuals set measurable improvement objectives for the personal work processes most likely 
to improve the performance of their committed work. 

3. Individuals identify the knowledge, skills, or process abilities that need to be improved to 
accomplish their improvement objectives. 

4. Individuals plan the improvement actions that will be taken to improve the capability and 
performance of their personal work processes. 
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Examples of issues to be resolved in planning to achieve measurable improvement objectives in-
clude the following: 

• What knowledge needs to be acquired 

• Which skills need to be improved 

• What process abilities need to be developed 

• Which competency-based assets can be used to improve capability 

• How these knowledge, skills, process abilities, or competency-based assets relate to the per-
formance of their personal work processes 

• The order in which different skills or process abilities will be addressed 

• How improvement will be measured 

• How much capability needs to be developed and at what rate 

Planned improvement activities would normally be recorded in the individual’s personal devel-
opment plan. Refer to the Career Development process area for information regarding the devel-
opment and use of personal development plans. 

5. Individuals review their measurable improvement objectives and planned improvement ac-
tions with their workgroup, mentor, career counselor, manager, or other appropriate indi-
viduals. 

 

Practice 5 Individuals continuously improve the capability and performance of their per-
sonal work processes. 

1. Individuals engage in timely learning activities to improve the capability and performance of 
their personal work processes. 

The learning activities employed to continuously improve individual capability extend beyond the 
typical competency development activities referred to in the Competency Development process 
area at the Defined Level. The learning activities that are appropriate for capability development 
are focused much more closely on understanding and improving an individual’s personal work 
processes. Examples of learning activities that would support continuous capability improvement 
for individuals include the following: 

• Six Sigma-type activities performed on personal work processes 

• Personal Software Process® [Humphrey 95, Humphrey 97] 

• Working with a personal mentor or coach on improved methods for performing personal 
work processes 

2. When appropriate, individuals use mentors to guide improvements in  
their capability and performance.  

Examples of how mentors or coaches can assist individuals include the following: 

• Defining their work processes and performance measures 

• Evaluating the capability of their personal work processes 
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• Identifying sources of inefficiency or defects in their personal work processes 

• Providing detailed guidance and advice for improving their personal work processes 

• Evaluating the effectiveness of their improvement activities 

• Making continued improvements 

• Taking corrective actions when improvement activities do not have their intended effect 

Refer to Ability 4 for information regarding mentoring support to improve the capability and per-
formance of individuals. 

3. Individuals eliminate the sources of inefficiency or defects from their personal work proc-
esses. 

4. When appropriate, individuals use competency-based assets to improve the capability of 
their personal work processes. 

Refer to the Competency-Based Assets process area for information regarding using the organiza-
tion’s competency-based assets. 

5. When appropriate, individuals practice the skills and process abilities that will improve the 
capability and performance of their personal work processes. 

6. Individuals apply their improved personal work processes to their committed work and 
measure the results. 

7. Individuals continuously evaluate the performance of their personal work processes to assess 
improvements in capability and progress against improvement objectives and planned im-
provement actions. 

8. When improvement progress deviates significantly from improvement objectives or planned 
improvement actions, individuals take corrective actions as appropriate. 

Examples of actions to address deviations from expected improvement progress include the fol-
lowing: 

• Evaluating the effectiveness of the improvement activities 

• Evaluating whether sufficient time has been committed to improvement activities 

• Identifying and engaging in alternate improvement activities that maybe more appropriate 

• Pursuing expert advice or coaching 

• Revising improvement objectives or plans 
9. When individuals achieve their improvement objectives, they: 

− capture lessons learned from the improvement activities, 
− propose improvements to competency-based processes or their integration across work-

force competencies, if appropriate, 
− contribute material for inclusion in competency-based assets, if appropriate, and 
− establish new improvement objectives or planned improvement actions. 

The repeated performance of Practices 3, 4 and 5 form a continuous improvement cycle. 
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10. Individuals use the capability of their personal work processes as the basis for estimating and 
planning their committed work. 

Individuals continuously improve their ability to estimate and plan their personal work processes 
by evaluating their estimates against improved capability and performance results. 

 

Practice 6 Workgroups evaluate the capability and performance of their operating proc-
esses to identify opportunities for improvement. 

1. Workgroups identify the personal work processes through which individuals perform compe-
tency-based processes in accomplishing the workgroup’s operating process. 

This identification of the personal work processes that are performed as part of the workgroup’s 
operating process provide a framework for improving the workgroup’s capability for performing 
competency-based processes. Workgroups typically tailor competency-based processes for use in 
their work settings. A workgroup’s operating process refers to all the tailored versions of compe-
tency-based processes, integrated competency-based processes, and common workgroup methods 
and procedures used within a workgroup. Since individuals have their own personal work proc-
esses by which they perform these competency-based processes, each workgroup will find differ-
ences in how these personal work processes are most effectively integrated. Workgroup perform-
ance will be enhanced to the extent the workgroup can capitalize on individual strengths, 
compensate for individual weaknesses, and blend individual styles and characteristics into a 
smooth workgroup process. For workgroups that are relatively long-lived, continuous improve-
ment of its capability for performing these processes may substantially benefit unit and organiza-
tional performance objectives. The workgroup-related practices in this process area build on the 
practices established in the Quantitative Performance Management process area. 

2. Workgroups analyze how their members perform and integrate their personal work proc-
esses. 

This practice builds on the analysis of personal work processes accomplished in Practice 2 of this 
process area. The workgroup analyzes how to integrate the personal work processes of its mem-
bers to form its workgroup operating process. The operating processes of workgroups may be 
slightly different based on their tailoring of competency-based processes, and each workgroup’s 
unique integration of the personal work processes of its members. 

3. Workgroups use measures defined during Quantitative Performance Management activities 
as a basis for measuring the capability and performance of the workgroup’s operating proc-
ess. 

Refer to the Quantitative Performance Management process area for practices involved in defin-
ing measures of performance at the unit and workgroup level. 

4. Workgroups define additional measures needed to analyze and improve how the workgroup 
integrates personal work processes into the workgroup’s operating process. 

The primary purpose of the measures established in this practice is to gain insight into how work-
group performance emerges from the integration of personal work processes, and into how to use 
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this insight to guide improvements at the workgroup level. The most important attribute of these 
measures is the insight they provide into the factors that determine the workgroup’s capability in 
performing competency-based processes. Examples of issues to consider in defining measures of 
workgroup measures may include the following: 

• Relationship to individual, workgroup, or unit performance objectives 

• Relationship to measures of competency-based, integrated competency-based, or workgroup 
processes 

• Ability to characterize the integration of individual work processes into a work-group operat-
ing process 

• Likelihood of providing insight into workgroup characteristics, inefficiencies, or sources of 
mistakes 

• Difficulty of collection or interpretation 
5. Workgroups determine the capability and performance of their workgroup’s operating proc-

esses. 
6. Workgroups identify the root causes of inefficiency or defects in their operating processes. 
7. The workgroup evaluates its capability in performing competency-based processes to deter-

mine opportunities for improvement. 

Measures regarding integration of personal work processes may be collected and retained in addi-
tion to workgroup capability and performance measures from the Quantitative Performance Man-
agement process area. Refer to the Quantitative Performance Management process area for prac-
tices involved in determining and evaluating the capability of the competency-based processes 
performed by a workgroup. 

 

Practice 7 Workgroups establish measurable improvement objectives and plans for im-
proving the capability of their operating processes. 

1. The processes performed by the workgroup are prioritized according to the potential they 
present for improving workgroup performance. 

2. The workgroup sets measurable improvement objectives for the processes most likely to im-
prove the performance of the workgroup. 

These high-priority processes were identified as having the greatest potential for improving the 
capability and performance of the workgroup. Refer to Practice 10 for information regarding de-
fining capability objectives for critical competency-based processes. These capability objectives 
for competency-based processes represent the improvement targets necessary to meet the per-
formance capability required for each of these critical competency-based processes to satisfy the 
organization's performance objectives. Workgroups should be aware of these organizational capa-
bility objectives when setting measurable improvement objectives for their high-priority proc-
esses. 

3. Workgroups identify the knowledge, skills, or process abilities of their members that need to 
be improved to accomplish their improvement objectives. 
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This practice extends the training and development needs analysis activities initiated in the Train-
ing and Development, Competency Development, and Workgroup Development process areas. 

4. Workgroups identify improvements that need to be made to how personal work processes are 
organized and integrated into an overall workgroup process. 

Workgroups may be capable of accurately analyzing their own performance. However, this analy-
sis is often best performed by an outside party, such as a coach, who can provide impartial analy-
sis of how effectively personal work processes are being integrated into a workgroup process, and 
what adjustments need to be made to personal work processes to improve workgroup coordination 
and performance. 

5. Workgroups plan the improvement actions that will be taken to meet their improvement ob-
jectives and incorporate these actions into their workgroup and personal development plans. 

Workgroups need to add an element into their planning for completing the tasks required to im-
prove their capability and performance. Individuals, who need to undertake specific improvement 
activities to either improve their performance or adjust their personal work processes to improve 
workgroup coordination, should incorporate these actions into their personal development plans. 

6. Workgroups review their measurable improvement objectives and planned improvement 
actions with: 

− other workgroups with whom they share dependencies, 
− mentors or coaches, as appropriate, and 
− those responsible for their performance. 

 

Practice 8 Workgroups continuously improve their capability and performance. 
1. Workgroups engage in timely improvement activities that satisfy their improvement objec-

tives and planned improvement actions. 
2. When appropriate, workgroups use mentors to guide improvements in their capability and 

performance.  

Examples of how mentors or coaches can assist workgroups include the following: 

• Defining their work processes and performance measures 

• Analyzing the coordination of their work processes 

• Evaluating the capability of their operating processes 

• Identifying sources of inefficiency or defects in their operating processes 

• Providing detailed guidance and advice for improving their operating processes 

• Evaluating the effectiveness of their improvement activities 

• Making continued improvements 

• Taking corrective actions when improvement activities do not have their intended effect 
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Although the coaching provided to a workgroup may be provided by the individual(s) who is re-
sponsible for its performance, coaching will more often be provided by an expert in the compe-
tency-based processes performed by the workgroup. A workgroup may have several mentors, espe-
cially if its members are involved in performing or integrating competency-based processes from several 
different workforce competencies. Refer to the Mentoring process area for information regarding 
preparing for and establishing a mentoring or coaching relationship. 

3. Workgroups eliminate the sources of inefficiency or defects in their work. 
4. When appropriate, workgroups use competency-based assets to improve their capability and 

performance. 

Refer to the Competency-Based Assets process area for information regarding using the organiza-
tion’s competency-based assets. 

5. When appropriate, workgroups practice performing the improved processes that will im-
prove their capability and performance. 

6. Workgroups apply their improvements to their committed work and measure the results. 
7. Workgroups continuously evaluate their capability and performance to assess progress 

against improvement objectives and planned improvement actions. 
8. When improvement progress deviates significantly from improvement objectives or planned 

improvement actions, workgroups take corrective actions as appropriate. 

Examples of actions to address deviations from expected improvement progress include the fol-
lowing: 

• Evaluating the effectiveness of the improvement activities 

• Evaluating whether sufficient time has been committed to improvement activities 

• Identifying and engaging in alternate improvement activities that may be more appropriate 

• Pursuing expert advice or coaching 

• Revising improvement objectives or plans 
9. When workgroups achieve their improvement objectives, they: 

− capture lessons learned from the improvement activities, 
− propose improvements to competency-based processes or their integration across work-

force competencies, if appropriate, 
− contribute material for inclusion in competency-based assets, if appropriate, 
− adjust capability baselines and other quantitative models that characterize their capabil-

ity or predict their performance, and 
− establish new improvement objectives or planned improvement actions. 

The repeated performance of Practices 6, 7 and 8 form a continuous improvement cycle. 

10. Workgroups continuously improve their ability to estimate and plan their operating processes 
by evaluating their estimates against improved capability and performance results. 
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Refer to Practice 4 of the Quantitative Performance Management process area for information 
regarding the use of process performance baselines for competency-based processes in establish-
ing work commitments. 
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Practice 9 Recommendations resulting from improvements in personal work processes 
or workgroup operating processes are reviewed to determine if they should 
be incorporated into competency-based processes. 

1. Individuals and workgroups are encouraged to recommend improvements to competency-
based processes that result from their efforts to improve capability. 

Refer to Practice 5 of this process area for information regarding capturing lessons learned and 
proposing improvements to competency-based processes by individuals participating in Continu-
ous Capability Improvement activities. Refer to Practice 8 of this process area for information 
regarding capturing lessons learned and proposing improvements to competency-based processes 
by workgroups participating in Continuous Capability Improvement activities. 

2. Individuals with responsibility for making improvements to competency-based processes evalu-
ate improvement recommendations from individuals and workgroups. 

Refer to Practices 13 and 14 of this process area for information regarding evaluating and imple-
menting improvements to the organization’s critical competency-based processes. 

3. Individuals and workgroups are informed of the disposition of their improvement recom-
mendations. 

 

Practice 10 Within each critical workforce competency, capability objectives are defined 
for critical competency-based processes. 

Refer to Practice 7 of the Organizational Capability Management process area for information 
regarding identifying the critical competency-based processes in each critical workforce compe-
tency. Critical competency-based processes are those competency-based processes within each 
critical workforce competency that are most crucial to achieving defined performance objectives 
and business results. Consequently, the organization quantitatively manages the organization’s 
performance in these workforce competencies, as well as the impact of the organization’s work-
force practices and activities, to ensure that these critical competency-based processes can be per-
formed with sufficient capability to achieve the organization’s quantitative performance objec-
tives and intended business results. 

1. The organization’s performance objectives are analyzed to determine: 

− the business activities that must be performed to achieve them, 
− the quantitative results required of these business activities if they are to achieve the or-

ganization’s performance objectives, 
− which competency-based processes are most critical to achieving these quantitative re-

sults and how they interact, and 
− the performance capability required for each of these critical competency-based proc-

esses to satisfy the organization’s performance objectives. 
2. The capability objectives for each critical competency-based process are defined, based on 

the analysis of capability and performance data. 
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Capability objectives for a competency-based process represent the improvement targets neces-
sary to meet the performance capability required for each of these critical competency-based 
processes to satisfy the organization’s performance objectives. 

Capability objectives for competency-based processes should be based on analysis of capability 
and performance data. Examples of factors to be considered in developing quantitative objectives 
include the following: 

• Capability compared to industry benchmarks 

• Customer-specified capability levels 

• Cost-benefit tradeoffs for levels of improvement 

• Required capability for improving integration or coordination with other competency-based 
processes 

• Capability required to support business objectives 
3. The capability required of each competency-based process and defined capability objectives 

to achieve this level of capability are communicated to those: 

− responsible for managing or developing the affected workforce competencies, and 
− in the affected competency communities. 

4. The capability objectives to achieve this level of capability for each critical competency-
based process are: 

− incorporated into the organization’s quantitative performance management activities, 
and 

− used in setting performance objectives for individuals, workgroups, and units perform-
ing the competency-based process, as appropriate. 

Refer to the Quantitative Performance Management process area for information regarding using 
process capability objectives in setting performance objectives for performing competency-based 
processes. 

5. The capability objectives for competency-based processes are refined and adjusted, as neces-
sary, based on: 

− changes in business strategy, conditions, or objectives, 
− the results of capability analyses, or 
− improvements in the performance of competency-based processes. 
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Practice 11 Within each critical workforce competency, capability objectives for compe-
tency-based processes are compared to process performance baselines to 
identify improvement objectives. 

Refer to Practice 7 of the Organizational Capability Management process area for information 
regarding establishing process performance baselines. 

1. Capability objectives for critical competency-based processes are compared to their process 
performance baselines to identify gaps between current capability and the capability required 
to satisfy business objectives. 

2. Significant gaps between current and required capability levels for critical competency-based 
processes are used to establish improvement objectives for competency-based processes. 

Refer to Practices 7 and 8 of the Organizational Capability Management process area for informa-
tion regarding quantifying organizational capability in each of the organization’s critical compe-
tency-based processes and the quantitative management of capability in each of the organization’s 
critical competency-based processes. 

3. Improvement objectives for critical competency-based processes are prioritized and submit-
ted to those involved in improving relevant competency-based processes. 

 

Practice 12 Within each critical workforce competency, responsible individuals identify 
opportunities for improving the capability and performance of competency-
based processes. 

1. The organization identifies the workforce competencies where committing responsible indi-
viduals to proactive continuous improvement of competency-based processes are determined 
to have sufficient business benefit. 

Committing proactive resources for improving competency-based processes for some workforce 
competencies may not be judged to have sufficient business benefit to justify the commitment of 
effort and funds. Thus, proactive activities for continuous improvement may be targeted to se-
lected workforce competencies where continual improvement activities are determined to have 
sufficient business benefit. In each of these affected workforce competencies, responsible indi-
viduals coordinate continual improvement activities. 

Continual improvement activities for competency-based processes are generally specific to each 
workforce competency, but may also involve improvement of multidisciplinary, integrated com-
petency-based processes among several workforce competencies. 

2. Data on the capability and performance of competency-based processes are analyzed to de-
termine which competency-based processes are most in need of improvement. 

Refer to Practices 7 and 8 of the Organizational Capability Management process area for informa-
tion regarding quantifying organizational capability in each of the organization’s critical compe-
tency-based processes and the quantitative management of capability in each of the organization’s 
critical competency-based processes. 
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3. Root cause and similar analytic techniques are applied to identify systems of causes that af-
fect the capabilities of critical competency-based processes with the highest priorities for 
improvement. 

4. The causal systems underlying these critical competency-based processes are analyzed to iden-
tify the types of improvements from which these processes would most benefit, including 
candidate improvements to: 

− the method by which the competency-based process is performed, 
− the structure or sequencing of tasks within the competency-based process, 
− the integration of the competency-based process with other competency-based or busi-

ness processes, 
− the workforce practices and activities impacting on the performance of the competency-

based process, 
− technologies that would support or automate the process, or, 
− the preparation of individuals or workgroups to perform the process. 

5. The results of these analyses are used to guide investigations of potential improvements to 
critical competency-based processes. 

6. When these analyses indicate that the actual impact of workforce practices and activities on the ca-
pability and performance of critical competency-based processes deviates significantly from 
expectations or capability objectives, corrective actions are taken. 

Refer to Practices 10 and 11 of the Organizational Capability Management process area for in-
formation regarding the measurement and analysis activities on which analyses of the impact of 
workforce practices on performance alignment can be built. 

These actions may include: 

− correcting problems in the performance of workforce activities, 
− adjusting capability objectives for competency-based processes, 
− adjusting expectations regarding the impact of workforce practices and activities on the 

capability and performance of competency-based processes, 
− redesigning or adjusting workforce practices to improve their impact, and 
− altering the performance of workforce practices and activities under different conditions 

to improve their impact. 

 

Practice 13 Within selected workforce competencies, responsible individuals identify, 
evaluate, and select improvements to competency-based processes. 

In addition to improvements that emerge from continuous improvement of individual or work-
group capability and performance, an individual(s) within each selected workforce competency 
should proactively investigate improvements in methods or technologies that can be adopted from 
sources outside the organization. 

1. Responsible individuals investigate methods or technologies that have the potential to ap-
proach or achieve quantitative improvement objectives. 
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Examples of sources of improved methods or technologies include the following: 

• Best practices from industry-leading companies 

• New offerings from technology or method vendors 

• Recent developments at universities 

• Demonstrations at trade and industry conferences 

• Results from research laboratories 

• Prototypes from advanced development groups 

• Lessons learned from continuously improving individual or workgroup capability 
2. Candidate improvements to competency-based processes are evaluated to determine their 

anticipated benefits. 

Examples of techniques for evaluating improvements to competency-based processes include the 
following: 

• Analytic studies of the method or technology’s anticipated change in a competency-based 
process’s performance or results 

• Data from uses external to the organization 

• Simulations 
3. When appropriate, trial implementations are conducted to determine the suitability of im-

provements to competency-based processes. 

Examples of reasons for conducting trial implementations include the following: 

• Validate anticipated improvements in the capability or performance of competency-based 
processes 

• Evaluate conditions under which capability results differ from those expected 

• Identify the learning and support necessary to successfully deploy the improvement 
4. Improvements to competency-based processes are selected for deployment based on appro-

priate criteria. 

Criteria for evaluating and selecting improvements to competency-based processes may differ 
among workforce competencies. Examples of criteria that may be used in evaluating improvement 
recommendations include the following: 

• Results from an analytic study, simulation, or implementation trial 

• Anticipated impact on the capability of competency-based processes 

• Breadth of individuals or workgroups that would benefit from the improvement 

• Extent to which the improvement can be applied to situations other than the one in which it 
was first applied 

• Cost or difficulty of implementing the improvement 

• Extent to which the improvement provides a reasonable alternative to standard competency-
based processes 
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• Extent to which the improvement contains elements that are specific to the individual or 
workgroup making the recommendation. 

 

Practice 14 Selected improvement recommendations are incorporated into competency-
based processes and made available for use. 

1. Improvements selected for inclusion are incorporated into the descriptions of competency-
based processes. 

Refer to Practice 5 in the Competency Analysis process area for practices involved in defining 
and updating competency-based processes. 

2. Improvements selected for inclusion are incorporated into the relevant competency-based 
assets. 

Refer to Practices 5 and 6 in the Competency-Based Assets process area for practices involved in 
updating competency-based assets and their integration into competency-based processes and re-
lated technologies. 

3. Individuals and workgroups are informed of improvements to competency-based processes. 
4. Improved competency-based processes are deployed for use by individuals and workgroups. 

Examples of issues to be handled in deploying improvements to competency-based processes in-
clude the following: 

• Updating descriptions of competency-based processes 

• Updating competency-based assets 

• Incorporating changes into competency development activities 

• Adjusting or redefining measures of competency-based processes, as required 

• Ensuring other workforce competencies engaged in integrated competency-based processes 
are made aware of potential changes or impacts, if they are anticipated 

• Adjusting individual or workgroup performance objectives, if appropriate 

• Adjusting workforce practices or activities, if appropriate 
5. Information is gathered and evaluated on the use and benefits of improved competency-

based processes. 
6. Lessons learned in improving competency-based processes are incorporated into the criteria 

for evaluating and selecting improvement recommendations. 
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Practice 15 The organization’s workforce practices are adjusted, as needed, to accommo-
date continuous improvement activities by individuals and workgroups. 

Examples of areas where workforce practices may need to be adjusted, based on continuous im-
provement activities, include the following: 

• Performance management 

• Training and development 

• Recognition and rewards 

• Compensation 

• Competency analysis and development 

• Career development 

• Work environment 

• Workgroup development and role definitions 

• Mentoring 

• Quantitative management of performance 

• Quantitative management of capability 
1. Individual improvement objectives and data on personal work processes are confidential and 

should not be revealed without the agreement of the individual. 
2. Objectives and data for improving personal or workgroup performance are not used in per-

forming any workforce activities without the agreement of the individuals affected. 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and performance 
of activities for Continuous Capability Improvement. 

Examples of measurements include the following: 

• Trends in participation in Continuous Capability Improvement activities 

• Number of individuals trained in techniques for continuously improving personal work proc-
esses 

• Number of individuals and workgroups actively engaged in Continuous Capability Im-
provement activities 

• The number of coaching relationships established 

• The rate at which coaches have helped the individuals and workgroups that they coach 
achieve performance objectives or improvement objectives 

• Number and types of adjustments made to workforce practices 

• Rate at which individual or workgroup improvement objectives are being accomplished 

• Number of methods and technologies selected for evaluation 

• Number, level of effort, and results for trial implementations of new methods and technolo-
gies 

• Number of improvements made to competency-based processes 

• Schedule adherence and level of effort for deploying improvements to competency-based 
processes 

 

Measurement 2 Measurements are made and used to determine the effectiveness of activities 
for Continuous Capability Improvement. 

Examples of measurements for determining the effectiveness of Continuous Capability Improve-
ment activities include the following: 

• Improvements in individual performance 

• Growth in workforce competencies of individuals 

• Improvements in workgroup or unit performance 

• Improvements in workgroup capability 

• Quality improvements in the products or services to which individuals and workgroups con-
tribute 

• Improvement in the coordination within workgroups 

• Improvements to the capability of competency-based processes 

• Improvements reported by customers 
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• Enhanced accomplishment of the performance objectives for individuals, workgroups, units, 
or the organization 

Verifying Implementation 

Verification 1 A responsible individual(s) verifies that the activities for Continuous Capability 
Improvement are conducted according to the organization’s documented poli-
cies, practices, procedures, and, where appropriate, plans; and addresses 
noncompliance. 

These reviews verify that: 

1. The activities for Continuous Capability Improvement comply with the organization’s poli-
cies and stated values. 

2. The activities for Continuous Capability Improvement comply with the relevant laws and 
regulations. 

3. Continuous Capability Improvement activities are performed according to the organization’s 
documented practices and procedures. 

4. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the Continuous Capability Im-
provement activities, status, and results; and resolves issues. 

These reviews verify: 

1. The appropriateness of the activities for continuous capability improvement. 
2. Progress in performing the activities for continuous capability improvement. 
3. Results from reviews of Continuous Capability Improvement practices and activities. 

Refer to Verification 1 for information regarding reviews of Continuous Capability Improvement 
activities to ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 

4. Status of resolution of noncompliance issues. 
5. Trends related to Continuous Capability Improvement. 
6. Effectiveness of Continuous Capability Improvement activities in achieving improvements 

in capability of individual or workgroup processes.. 
7. Effectiveness of Continuous Capability Improvement activities in achieving improvements 

in capability of competency-based processes. 
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Organizational Performance Alignment 

A process area at Maturity Level 5: Optimizing 

Purpose 

The purpose of Organizational Performance Alignment is to enhance the alignment of perform-
ance results across individuals, workgroups, and units with organizational performance and busi-
ness objectives. 

Description 

Organizational Performance Alignment builds on the analyses of competency-based processes 
initiated in the Quantitative Performance Management and Organizational Capability Manage-
ment process areas. Where those analyses focused narrowly on process performance, analyses of 
performance alignment expand this focus to evaluate how the various components of performance 
fit together across workgroups, units, and the entire organization. Practices within this process 
area knit together a complete picture of performance within the organization and how the integra-
tion of its various business activities are affected by workforce practices and activities. These 
analyses allow management to integrate the entire enterprise and use workforce activities strategi-
cally to achieve organizational business objectives. 

Workgroups improve the alignment of performance among their members. Units improve per-
formance alignment among the individuals and units that compose it. Organizations improve per-
formance alignment among their units with organizational business objectives. The organization 
evaluates the impact of its workforce practices and activities on performance alignment and man-
ages these impacts quantitatively. 

 

Goals 

Goal 1 The alignment of performance among individuals, workgroups, units, and the 
organization is continuously improved. 

Goal 2 The impact of workforce practices and activities on aligning individual, work-
group, unit, and organizational performance is continuously improved. 

Goal 3 Organizational Performance Alignment practices are institutionalized to en-
sure they are performed as defined organizational processes. 
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Commitment to Perform 

Commitment 1 The organization establishes and maintains a documented policy for aligning 
performance across individuals, workgroups, units, and the organization. 

This policy typically specifies that: 

1. The organization is committed to continuously aligning performance results at the individ-
ual, workgroup, unit, and organizational levels. 

2. The organization’s performance alignment activities serve the business objectives and stated 
values of the organization. 

3. Measurable objectives are defined for aligning performance at the individual, workgroup, 
unit, and organizational levels. 

4. Measurable objectives for aligning performance are reviewed and revised, if necessary, 
based on changes in the organization’s stated values or strategic business objectives. 

5. Performance measures are defined and collected at the individual, workgroup, unit, and or-
ganizational levels. 

6. Progress toward performance alignment objectives is quantitatively analyzed, reported, and 
monitored. 

7. Responsibilities for performance alignment activities are defined and assigned to appropriate 
organizational roles. 

8. Results of performance alignment analyses are used in managing performance and adjusting 
workforce practices and activities. 

9. Organizational Performance Alignment practices and activities comply with relevant laws, 
regulations, and organizational policies. 

Human resources or other appropriate professionals are consulted to ensure that collection, use, 
and access to the data and analyses from performance alignment activities comply with all rele-
vant laws, regulations, and organizational policies. 

 

Commitment 2 An organizational role(s) is assigned responsibility for coordinating perform-
ance alignment activities across the organization. 

Examples of individuals who might coordinate performance alignment activities include the fol-
lowing: 

• Operational managers and executives 

• Quality, efficiency, or performance experts 

• Human resources or other appropriate professionals 

• Competency ownership groups 

• Measurement or process improvement groups 
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Ability to Perform 

Ability 1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring the unit’s involvement in the organization’s performance alignment 
activities. 

Examples of responsibilities to be performed within units include the following: 

• Providing performance capability data to an organizational group for storage and analysis 

• Obtaining and using organizational capability baselines in planning and other relevant work-
force activities within the unit 

• Providing information or data on workforce activities performed within the unit for use in 
analyzing the impact of workforce practices and activities on performance 

• Ensuring appropriate security for, and use of, performance data 

 

Ability 2 Adequate resources are provided for performing Organizational Performance 
Alignment activities. 

1. Strategic and operational business objectives are made available for performance alignment 
activities. 

2. Measures of performance are collected and made available for analysis. 

The initial measures required to support this practice were defined in the Performance Manage-
ment, Competency-Based Practices, Workgroup Development, Empowered Workgroups, Quanti-
tative Performance Management, and Organizational Capability Management process areas at the 
Managed, Defined, and Predictable maturity levels. As performance alignment activities mature, 
additional or refined measures can be defined. 

3. Experienced individuals who have expertise in analyzing performance data are available to 
assist with analyses of performance alignment. 

4. Experienced individuals with appropriate expertise are available to help use the results of 
performance alignment analyses to adjust performance-based practices and activities. 

5. Funding and resources for supporting performance alignment activities are made available. 

Examples of resources to support performance alignment activities include the following: 

• Statistical analysis packages 

• Spreadsheets 

• Performance assessment instruments 

• Databases and other repositories 

• Textual and graphical reporting tools 
6. The organization’s strategic workforce plan and planned workforce activities in each unit 

allocate resources for Organizational Performance Alignment activities. 

 



 

451 | CMU/SEI-2009-TR-003 

Ability 3 Individuals performing Organizational Performance Alignment activities de-
velop the knowledge, skills, and process abilities needed to perform their re-
sponsibilities. 

1. Those who collect performance data receive orientation on the definitions and use of per-
formance data in analyses. 

2. Those who analyze and report performance results have developed the knowledge, skills, 
and process abilities needed to apply statistics, data analysis and reporting, and other relevant 
topics needed to perform their responsibilities. 

 

Ability 4 Individuals and workgroups participating in Organizational Performance 
Alignment activities receive appropriate orientation in Organizational Per-
formance Alignment practices. 

Individuals and workgroups receive the orientation required to interpret and use performance 
alignment results if they have responsibilities for: 

− using performance alignment results for planning and managing business activities, 
− adjusting workforce practices and activities based on performance alignment results, and 
− using performance alignment results to understand or improve performance among indi-

viduals, workgroups, units, or the organization. 

 

Ability 5 The practices and procedures for performing Organizational Performance 
Alignment are defined and documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for Organizational Performance Alignment activi-
ties across the organization ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing Organizational Performance Alignment practices are captured 
to support the future use and improvement of the organization’s practices. 
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Practices Performed 

Practice 1 Workgroups continuously improve the alignment of performance among indi-
viduals and across the workgroup. 

1. Workgroups define their methods for evaluating performance alignment, including: 

− adjustments to Quantitative Performance Management practices required to evaluate 
performance alignment, 

− analyses to be conducted, 
− methods for using the results, and 
− additional performance data required to support the analyses. 

Examples of performance data to be analyzed include the following: 

• Individual performance results 

• Performance results for competency-based and interdisciplinary processes 

• The quality of intermediate or final products and services 

• Performance against commitments 

• Contribution to the unit’s measurable performance objectives 
2. Workgroups analyze performance data to identify misaligned performance among individu-

als or across the workgroup. 

Examples of misaligned performance to be managed at the workgroup level include the following: 

• Conflicts among individual or workgroup performance objectives or commitments 

• Performance problems caused by those processes whose performance impedes the perform-
ance of other processes 

• Timing and coordination problems among individuals or across the workgroup 

• Work products that satisfy the exit criteria of processes that produced them, but do not sat-
isfy the needs of other individuals, workgroups, or units to whom they are delivered 

• Effort that exceeds the requirements for achieving performance objectives, yet fails to add 
value 

• Conflicts between self-managed workforce activities within the workgroup and workgroup 
performance objectives 

• Improvements or corrective actions that have unintended side effects on other aspects of per-
formance 

Refer to the Quantitative Performance Management process area for information regarding estab-
lishing quantitative control over competency-based processes to achieve a unit’s measurable per-
formance objectives. 

3. The root causes of misaligned performance are identified. 
4. Measurable objectives for aligning performance are included in the performance objectives 

of misaligned individuals and workgroups. 
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Examples of measurable objectives for aligning performance include the following: 

• Individual performance against workgroup performance objectives 

• Contributions by individuals or workgroups to the achievement of performance objectives of 
other individuals or workgroups 

• Contributions by individuals or workgroups to improvements in the work environment or 
culture of workgroups 

• Individual or workgroup development against capability development objectives 

• Individual or workgroup performance against continuous improvement objectives 
5. Improvement actions for aligning performance among individuals or within the workgroup 

are identified and implemented. 
6. Performance data are monitored and evaluated to determine if performance: 

− has become more aligned, 
− satisfies the alignment objectives, or 
− requires additional actions to improve alignment. 

 

Practice 2 Units align performance among individuals, workgroups, and other entities 
within the unit. 

1. Units define their methods for evaluating performance alignment, including: 

− adjustments to Quantitative Performance Management practices required to evaluate 
performance alignment, 

− analyses to be conducted, 
− methods for using the results, and 
− additional performance data required to support the analyses. 

Examples of performance data to be analyzed include the following: 

• Performance results for competency-based and interdisciplinary processes 

• Performance results aggregated across workgroups or units 

• The quality of intermediate or final products and services 

• Performance against commitments 

• Contribution to the unit’s measurable performance objectives 
2. Units analyze performance data to identify misaligned performance among individuals, 

workgroups, or other entities composing the unit. 

When individuals work independently and are not part of a workgroup, misalignments in their 
performance must be managed at the unit level by a responsible individual(s) at the unit level. A 
unit may be composed of other units and is therefore responsible for aligning performance among 
these subordinate units. 

Examples of misaligned performance to be managed at the unit level include the following: 
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• Individuals working independently whose performance is not sufficiently synchronized with 
the performance of other individuals, workgroups, or units with whom they share dependen-
cies 

• Timing and coordination problems among workgroups or units 

• Workgroups whose commitments or business activities interfere with the business activities 
or commitments of other workgroups or units 

• Timing and coordination problems that develop among individuals or workgroups who are 
achieving their measurable performance objectives 

• Work products that satisfy the exit criteria of processes that produced them, but do not sat-
isfy the needs of other individuals, workgroups, or units to whom they are delivered 

• Work that fails to add value 

• Conflicts between workforce activities and unit performance objectives 

• Improvements or corrective actions that have unintended side effects on other workgroups or 
units 

Refer to Practice 2 of the Quantitative Performance Management process area for information 
regarding establishing measurable performance objectives that most contribute to organizational 
business objectives. 

3. The root causes of misaligned performance are identified through methods that involve all 
misaligned individuals, workgroups, and units. 

4. Measurable objectives for aligning performance are included in the performance objectives 
of misaligned individuals, workgroups, and units. 

This subpractice builds on practices already established in the Performance Management process 
area at the Managed Level, the Competency-Based Practices and Workgroup Development proc-
ess areas at the Defined Level, and the Empowered Workgroups and Quantitative Performance 
Management process areas at the Predictable Level. 

Examples of measurable objectives for aligning performance include the following: 

• Individual performance against workgroup, unit, and organizational performance objectives 

• Workgroup performance against unit and organizational performance objectives 

• Unit performance against organizational performance objectives 

• Contributions by individuals, workgroups, or units to the achievement of performance objec-
tives of other individuals, workgroups, or units 

• Contributions by individuals, workgroups, or units to improvements in the overall work en-
vironment or culture of workgroups, units, or the organization 

• Individual and workgroup development against workgroup, unit, and organizational objec-
tives for capability development 

• Individual, workgroup, unit, and organizational performance against continuous improve-
ment objectives 
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5. Actions for aligning performance among individuals, workgroups, or units are identified and 
implemented. These actions may involve: 

− improving the performance of one or more individuals, workgroups, or units, 
− improving coordination among several individuals, workgroups, or units, 
− tailoring existing processes or defining new processes to improve alignment in the per-

formance of several workgroups or units, 
− changing or adjusting performance objectives or commitments at the individual, work-

group, or unit level, or 
− clarifying confusing or conflicting processes or objectives. 

6. Performance data are monitored and evaluated to determine if performance: 

− has become more aligned, 
− satisfies the alignment objectives, or 
− requires additional actions to improve alignment. 

 

Practice 3 The organization aligns performance across units and with the organization’s 
business objectives. 

Examples of misaligned performance to be managed at the organizational level include the fol-
lowing: 

• Misalignment of performance or objectives among units 

• Misalignment of unit performance or objectives with organizational business strategies and 
objectives 

• Mismatches between current or strategic levels in workforce competencies and organiza-
tional business objectives 

• Conflicts between workforce practices or activities and organizational business objectives 

• Mismatches between organizational process performance capabilities and business objec-
tives 

• Products or services that are misaligned across units or with organizational objectives 
1. Responsible individuals define methods for evaluating performance alignment at the organ-

izational level, including: 

− adjustments to Organizational Capability Management practices required to evaluate 
performance alignment, 

− analyses to be conducted, 
− methods for using the results, and 
− additional performance data required to support the analyses. 

2. Organizational performance data is analyzed to identify misaligned performance among 
units. 

Refer to Practice 10 of the Continuous Capability Improvement process area for information re-
garding establishing the organization’s capability objectives for critical competency-based proc-
esses. Also refer to Practices 1, 2, and 3 of the Quantitative Performance Management process 
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area for information regarding establishing measurable performance objectives at individual, 
workgroup, unit, and organizational levels. 

Examples of performance data or measures to be analyzed include the following: 

• Performance against commitments 

• Contribution to the unit’s measurable performance objectives 

• Performance results aggregated across units or at the organizational level 

• Trends in capability baselines and process performance baselines 

• Quality measures or customer response to products and services 

• Performance in meeting organizational business objectives 

• Measures related to customers, the organization’s workforce, the organization, or to the 
community and society in which the organization operates 

• Financial measures, such as Return on Capital Employed (ROCE), Residual Income (RI), or 
cashflow return on investment (CFROI) 

• Balanced Scorecard [Kaplan 92] measures 

• Value-based metrics, such as Economic Value Creation (EVC), Economic Value Added 
(EVA®) [Ehrbar 98], or shareholder value analysis (SVA) 

3. The root causes of misaligned performance are identified through methods that involve all 
misaligned units and other affected parties. 

This subpractice builds on practices already established in the Workgroup Development process 
area at the Defined Level and the Organizational Capability Management process area at the Pre-
dictable Level. That is, performance objectives and capabilities for individual units need to be 
evaluated for the effect of their interactions and coordination on mutual business objectives. Per-
formance data from within and across units is analyzed to identify root causes for misaligned per-
formance. 

Examples of other affected parties may include the following: 

• Customers 

• Labor unions or other organizations representing the workforce 

• Directors or stockholders 

• Professional or regulatory organizations 

• Executive management 
4. Actions for aligning performance among units and with organizational business objectives 

are identified and implemented. These actions may involve: 

− improving the performance of one or more units, 
− improving coordination among several units, 
− tailoring existing processes or defining new processes to improve alignment in the per-

formance of units, 
− changing or adjusting performance objectives or commitments at the unit or organiza-

tional level, 
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− clarifying confusing or conflicting processes or objectives. 

This subpractice builds on practices already established in the Performance Management process 
area at the Managed Level, the Competency-Based Practices and Workgroup Development proc-
ess areas at the Defined Level, and the Quantitative Performance Management process area at the 
Predictable Level. 

5. Performance data are monitored and evaluated to determine if performance: 

− has become more aligned, 
− satisfies the alignment objectives, or 
− requires additional actions to improve alignment. 

 

Practice 4 The impact of the organization’s workforce practices and activities on aligning 
performance is understood quantitatively. 

1. Performance alignment results at the workgroup, unit, and organizational levels are quanti-
fied and recorded, based on analyses of performance data. 

These results serve as baselines (or recurring observations) for performing trend analyses. Refer 
to subpractices 1 and 2 in Practices 1, 2, and 3 for the analyses from which these baselines can be 
established. 

2. Trends in the impact of workforce activities on aligning performance at the individual, 
workgroup, unit, and organizational levels are established quantitatively. 

Refer to Practices 10 and 11 of the Organizational Capability Management process area for in-
formation regarding the measurement and analysis activities on which analyses of the impact of 
workforce practices on performance alignment can be built. 

Examples of analyzing the impact of workforce practices and activities may include the follow-
ing: 

• The impact of performance management activities on aligning performance 

• The impact of mentoring on understanding how to align performance 

• The impact of salary adjustment criteria and bonus determinations, if applicable, on aligning 
performance 

• The impact of individual, workgroup, unit, and organizational rewards for aligning perform-
ance 

• The impact of strategies for career development on aligning performance 

• The impact of including performance alignment material in training and competency devel-
opment 

• The impact of participatory commitment procedures on reducing over-commitment 

• The impact of work environment factors on aligning performance 

• The impact of workgroup factors, such as development or empowerment of the workgroup, 
on aligning performance 
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3. Results of these analyses are made available for use in managing and improving perform-
ance-related workforce activities. 

Examples of individuals or entities who receive analyses of the impact of workforce practices and 
activities on organizational performance alignment could include the following: 

• Those responsible for coordinating workforce practices and activities across the organization 

• Those responsible for performing and reporting workforce activities 

• Those with management responsibilities for units 

• Executive management 

 

Practice 5 The impact of workforce practices and activities on performance alignment is 
managed quantitatively. 

1. Responsible individuals use quantitative analyses of the impact of workforce practices and 
activities to evaluate: 

− the impacts of workforce practices and activities on aligning performance across indi-
viduals, workgroups, units, and the organization, 

− conditions under which the impacts of workforce practices and activities vary, and 
− needs for corrective action. 

2. Corrective actions are taken when quantitative evaluations indicate that the actual impact of 
workforce practices and activities on performance alignment deviates significantly from ex-
pectations or performance objectives. These actions may include: 

− correcting problems in the performance of workforce activities, 
− redesigning or adjusting workforce practices to improve their impact on alignment, 
− altering the performance of workforce practices and activities under different conditions 

to improve their impact, or 
− altering the performance or capability objectives that workforce practices and activities 

were intended to support. 

 

Practice 6 Evaluations of the impact of workforce practices and activities on performance 
alignment are used in performing other business and workforce activities. 

1. Evaluation results are used in strategic business and workforce planning. 

Evaluation results might be used in strategic business and workforce planning to evaluate or pre-
dict such factors as: 

• The potential of workforce practices and activities to improve performance alignment at the 
individual, workgroup, unit, or organizational levels 

• The rate at which the organization can approach and achieve strategic performance objec-
tives for the business 
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• The return-on-investment for expenditures of time or financial resources on performance 
alignment activities 

2. Evaluation results are used to guide such actions as: 

− designing more effective workforce practices for aligning performance, 
− redesigning, replacing, or eliminating workforce practices that cause misaligned per-

formance, or 
− setting or allocating more realistic or effective quantitative performance objectives. 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and performance 
of the organization’s performance alignment activities. 

Examples of measurements include the following: 

• The number and frequency of analyses being conducted at the workgroup, unit, and organ-
izational levels 

• The number of instances of misaligned performance identified in these analyses 

• Frequency distributions of the types or causes of misaligned performance 

• Number and type of corrective actions taken to remedy misaligned performance 

• Number and type of adjustments made to workforce practices and activities to improve per-
formance alignment 

 

Measurement 2 Measurements are made and used to determine the effectiveness of the or-
ganization’s performance alignment activities. 

Examples of measurements to determine the effectiveness of performance alignment activities 
include the following: 

• Improvements in performance at the individual, workgroup, unit, or organizational levels 

• Improvements in the process performance baseline results for competency-based processes 

• Increases in the organization’s ability to correct misaligned performance or other results 
needing corrective action 

• Increases in the speed with which the organization or its units can deploy and align new per-
formance objectives 

• Increases in the organization’s ability to align its performance objectives and results over 
time 
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Verifying Implementation 

Verification 1 A responsible individual(s) verifies that the organization’s performance align-
ment activities are conducted according to the organization’s documented 
policies, practices, procedures, and, where appropriate, plans; and addresses 
noncompliance. 

These reviews verify that: 

1. Organizational Performance Alignment activities comply with the organization’s policies 
and stated values. 

2. Organizational Performance Alignment activities comply with relevant laws and regulations. 
3. Organizational Performance Alignment activities are performed according to the organiza-

tion’s documented practices and procedures. 
4. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the organization’s performance 
alignment activities, status, and results; and resolves issues. 

These reviews verify: 

1. The appropriateness of performance alignment activities at the individual, workgroup, unit, 
and organizational levels. 

2. Progress in performing Organizational Performance Alignment activities. 
3. Results from reviews of Organizational Performance Alignment practices and activities. 

Refer to Verification 1 for information regarding reviews of Organizational Performance Align-
ment activities to ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 
4. Status of resolution of noncompliance issues. 
5. Trends related to Organizational Performance Alignment. 
6. Effectiveness of the organization’s performance alignment activities in achieving alignment 

of performance across the individual, workgroup, unit, and organizational levels. 
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Verification 3 The definition and use of measures of individual, workgroup, unit, and organ-
izational performance are periodically audited for compliance with organiza-
tional policies. 

Organizational policies which may apply could include human resource, human capital, informa-
tion security, confidentiality, privacy, or data disclosure policies. 

1. Definitions of individual, workgroup, unit, and organizational performance measures and  
information are reviewed for compliance with organizational policies. 

The data definitions define what data is to be collected, aggregated, and used. They are not the 
data values themselves. For example, unit performance measures could be a component of a data 
definition, but the specific unit results would be a specific data value for an instance of unit per-
formance information. 

2. Periodic audits ensure that individual, workgroup, unit, and organizational performance 
measures and information are accessed and used in accordance with organizational policies. 

These audits may be accomplished through reviews of ongoing reporting, such as system access 
and use monitoring reports, and auditing to ensure compliance with relevant information security 
standards and organizational policies. 

System access and use monitoring ensures that the data are accessed only by authorized individu-
als, while compliance auditing ensures that these individuals perform appropriate procedures in 
compliance with organizational policies and standards. 
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Continuous Workforce Innovation 

A process area at Maturity Level 5: Optimizing 

Purpose 

The purpose of Continuous Workforce Innovation is to identify and evaluate improved or innova-
tive workforce practices and technologies, and implement the most promising ones throughout the 
organization. 

Description 

Continuous Workforce Innovation involves establishing mechanisms for proposing improvements 
in workforce activities, identifying needs for new practices, surveying and evaluating innovative 
practices and technologies, conducting exploratory trials of new practices and technologies, and 
implementing the most beneficial ones across the organization. 

Innovative workforce practices and technologies include new channels for recruiting, new selec-
tion techniques, innovative ways to manage performance, innovative technologies for communi-
cation, creative compensation schemes, introducing new media and methods for developing 
knowledge and skills, alternative career choices, and new ways of organizing and empowering the 
workforce. 

Effort toward implementing innovative workforce practices is included in the strategic workforce 
plans. The group assigned responsibility for coordinating continuous workforce innovation stays 
aware of the current effectiveness of the organization’s workforce activities. A procedure for pro-
posing improvements to workforce activities is developed and communicated to the workforce. 
Recommendations for adopting innovative or improved workforce practices can result from sug-
gestions from the workforce or from analyzing best practices at other organizations. The coordi-
nating group continually reviews internal proposals and external developments in workforce prac-
tices and technology to determine which innovations offer the greatest opportunity to improve the 
competency and performance of the organization. The most promising innovations can be tried 
and, if successful, they are implemented across the organization. The effectiveness of these im-
proved practices is evaluated quantitatively and the results are communicated to the workforce. 
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Goals 

Goal 1 The organization establishes and maintains mechanisms for supporting con-
tinuous improvement of its workforce practices and technologies. 

Goal 2 Innovative or improved workforce practices and technologies are identified 
and evaluated. 

Goal 3 Innovative or improved workforce practices and technologies are deployed 
using orderly procedures. 

Goal 4 Continuous Workforce Innovation practices are institutionalized to ensure 
they are performed as defined organizational processes. 

 

Commitment to Perform 

Commitment 1 The organization establishes and maintains a documented policy for conduct-
ing Continuous Workforce Innovation activities. 

This policy establishes organizational expectations for identifying improvements in workforce 
practices and technology innovations that measurably improve the organization’s workforce ca-
pability and process performance. 

Issues typically addressed in the policy include: 

1. The continuous improvement and innovation of workforce practices: 

− serves the business objectives and stated values of the organization, and 
− complies with all relevant laws, regulations, and organizational policies. 

2. The organization sets and tracks measurable objectives for improvement to be achieved 
through the adoption of innovative workforce practices. 

3. Improvements in workforce activities are directed toward: 

− improving the organization’s capability in its workforce competencies; 
− aligning performance at the individual, workgroup, unit, and organizational levels; or 
− improving the efficiency of workforce activities. 

4. The organization maintains an awareness of: 

− new developments in workforce practices and technologies, and 
− trends in workforce attitudes and needs. 

5. The organization evaluates promising new workforce practices and technologies and adopts 
the most effective ones for ordinary use. 

6. All members of the workforce are able to participate in continuously improving workforce 
activities. 



 

465 | CMU/SEI-2009-TR-003 

 

Commitment 2 An organizational role(s) is assigned responsibility for coordinating the con-
tinuous innovation and improvement of workforce practices across the or-
ganization. 

Although everyone in the organization may submit improvement proposals (and broad participa-
tion should be encouraged), the responsibility and authority for collecting, evaluating, selecting, 
and coordinating the deployment of innovative improvements is usually assigned to a group hav-
ing responsibility for coordinating continuous improvement activities. Several such groups may 
exist within the organization, with each group focused on a different area of workforce practices. 

Examples of how continuous innovation and improvement of workforce practices might be coor-
dinated across the organization include the following: 

• A committee reviewing improvement recommendations submitted by individuals or groups 

• Specialists in each area of workforce practices working to improve practices or adopt inno-
vations in their area 

• A team of experts working together to develop or deploy innovative practices in their area of 
expertise 

• Workforce experts working independently or as a team with technologists to develop innova-
tive workforce technologies in such areas as training or workgroup communication 

The role(s) coordinates and helps to: 

1. Review suggested improvements in workforce practices submitted by individuals or groups. 
2. Identify needed improvements in workforce practices. 
3. Explore potential applications of innovative workforce practices and technology. 
4. Select and plan for the implementation of innovative or improved workforce practices and 

technologies. 
5. Acquire, customize, install, and evaluate new workforce practices and technologies. 
6. Communicate and coordinate with researchers on new developments in workforce practices 

and technologies that may have potential benefit within the organization. 
7. Communicate with suppliers of workforce technology on problems and enhancements. 
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Ability to Perform 

Ability 1 Within each unit, a responsible individual(s) coordinates actions regarding 
proposals for improving workforce practices and activities and manages de-
ployment of improvements or innovations. 

Ability 2 Adequate resources are provided for continuously improving workforce prac-
tices and activities. 

1. Data are available for evaluating the needs for continuous workforce improvements or inno-
vations. 

Refer to the Communication and Coordination, Quantitative Performance Management, Organiza-
tional Capability Management, Organizational Performance Alignment, and Continuous Capabil-
ity Improvement process areas regarding sources of data that can be used to evaluate the needs for 
continuous improvement. 

2. Experienced individuals with expertise in specialized areas are available to help in evaluating, 
planning, and supporting initiatives for innovating or improving workforce practices and 
technologies. 

Examples of specialized areas for continuous workforce innovation include the following: 

• Traditional workforce functions, such as selection or training 

• Resources to support ongoing work, such as computers and software 

• Advanced communication technology 

• Computer-aided training and learning technologies 

• Groupware and team coordination technologies 

• Knowledge assessment and knowledge management methods 

• Performance enhancement methods 

• Computer-supported cooperative work 

• Organizational design strategies 
3. Resources for supporting continuous improvement of workforce practices and activities are 

made available. 

Examples of resources to support continuous improvement include the following: 

• Workstations and software 

• Workgroup software and other groupware technologies 

• Instructional design technology 

• Communication technology 

• Resources to support scanning the external environment for improvement opportunities, such 
as benchmarking or subscriptions to on-line databases and external research services 

4. Funding and resources are available for: 
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− acquiring advanced workforce technologies for evaluation and for running trial projects, 
− supporting the facilities and infrastructure needed to install and maintain advanced 

workforce practices and technology, and 
− establishing the knowledge, skills, and process abilities needed to use improved work-

force practices. 
5. Time and support are made available for evaluating suggestions and conducting trial imple-

mentations. 

 

Ability 3 Those responsible for continuously innovating and improving workforce prac-
tices and activities develop the knowledge, skills, and process abilities 
needed to perform their responsibilities and to apply relevant evaluation 
methods and continuous improvement techniques. 

Examples of relevant methods and techniques include the following: 

• Advanced workforce practices 

• Continuous improvement techniques 

• Change management 

• Field experimentation 

• Technology evaluation 

• Usability analysis 

• Workforce performance analysis 

 

Ability 4 Individuals receive orientation or preparation in the innovative or improved 
workforce practices and technologies adopted by the organization. 

1. Individuals who are responsible for performing new workforce activities have developed the 
knowledge, skills, and process abilities needed to perform their new responsibilities. 

2. Individuals who will be subject to new workforce practices and activities are provided orien-
tation to the new activities. 

3. Individuals who will use new workforce technologies receive required training in the use of 
these technologies. 

4. Consulting support is available on a continuing basis in the use of new workforce practices 
and technologies. 
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Ability 5 The practices and procedures for performing Continuous Workforce Innova-
tion are defined and documented. 

1. Practices and procedures are defined and documented at the organizational or unit levels, as 
appropriate. 

2. Guidelines for tailoring the practices and procedures for use in different circumstances are 
documented and made available, as necessary. 

3. The individual(s) assigned responsibility for coordinating Continuous Workforce Innovation 
activities across the organization ensures that defined practices and procedures are: 

− maintained under version control, 
− disseminated through appropriate media, 
− interpreted appropriately for different situations, and 
− updated through orderly methods. 

4. Experiences, lessons learned, measurement results, and improvement information derived 
from planning and performing Continuous Workforce Innovation practices are captured to 
support the future use and improvement of the organization’s practices. 

 

Practices Performed 

Practice 1 The organization establishes a framework for continuously improving its work-
force practices and activities. 

1. The organization identifies a group of responsible individuals with organization-wide re-
sponsibility for continuous improvement within each area of workforce practices and activi-
ties 

Examples of those with organization-wide responsibility for continuous improvement of work-
force practices include the following: 

• Staff functions, such as human resources or training, that incorporate continuous improve-
ment responsibilities into their committed work 

• Competency ownership teams 

• Task forces composed of those responsible for specific workforce practices and those who 
represent other relevant areas of the organization 

2. Those with organizational responsibility for continuous improvement within an area of 
workforce practices and activities, establish for their area: 

− organizational priorities for improvements, if any, 
− approaches and guidance for identifying and implementing improvements, 
− high-level plans for pursuing improvement activities, 

At a high level, Continuous Workforce Innovation activities may be planned as part of the organi-
zation’s strategic workforce plan. Planning for Continuous Workforce Innovation activities is 
based on the units’ and the organization’s measurable objectives. Refer to Practice 6 for informa-
tion regarding establishing quantitative improvement objectives. Action teams should also develop 
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plans for specific improvement planning, piloting, and deployment activities focused on improv-
ing the organization’s capability. Deployment planning is addressed in Practice 10 of this process 
area. 

− funding and other resources required to support planned improvement activities, and 
− how improvement activities will incorporate both suggestions from the workforce and 

structured improvement activities guided by quantitative objectives and analyses. 

 

Practice 2 Individuals and workgroups are empowered to continuously improve their 
performance of workforce activities. 

1. The workforce is informed of: 

− their ability to continuously improve the competency-based processes that they perform, 

Refer to Practices 9, 12, 13 and 14 of the Continuous Capability Improvement process area for 
information regarding continual improvement of competency-based processes. 

− their ability to continuously improve the workforce activities that they perform, and 
− methods available to them for participating in improvement activities. 

2. Those who perform workforce practices and activities are encouraged to identify improve-
ments in performing their responsibilities. 

3. When they begin performing an improved practice or activity, individuals or workgroups 
record evidence for evaluating whether the new practice represents an improvement over 
previous methods. 

 

Practice 3 A continuous improvement program is established to encourage individuals 
and workgroups to propose improvements to workforce practices and activi-
ties. 

1. Based on their experience in implementing improved workforce practices or activities, indi-
viduals and workgroups are encouraged to submit improvement proposals for possible adop-
tion across their units or across the organization. 

Refer to Practices 5 and 8 of the Continuous Capability Improvement process area for information 
regarding capturing lessons learned from continuous improvement of personal and workgroup 
processes. 

2. Improvement proposals can: 

− be submitted by any individual or workgroup, and 
− address any area of workforce practices or activities. 

3. Proposals concerning workforce practices or activities at the organizational level are re-
viewed by those coordinating improvements in the relevant area of workforce practices for 
the organization. 
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4. Proposals concerning workforce activities within a unit are reviewed by the person(s) re-
sponsible for workforce activities within the unit, with advice from an appropriate person at 
the organizational level, if appropriate. 

5. Improvement proposals are evaluated by appropriate individuals or groups responsible for 
improving the area of workforce practices relevant to the proposal. 

6. When the implementation of a proposal is localized to a unit and does not require changes to 
policies or procedures at the organizational level, the unit is empowered to implement the 
improvement with appropriate review and guidance. 

7. Decisions regarding proposals that affect practices and activities at the organizational level 
are evaluated in the context of other proposed improvements or innovations. 

8. Individuals and workgroups are informed of decisions regarding their improvement propos-
als. 

 

Practice 4 Workforce opinions about their working conditions are periodically evaluated 
to identify areas that would most benefit from innovative or improved prac-
tices. 

1. Based upon data collected regarding employee opinions about their working conditions, 
identify and document employee needs, requirements, and priorities. 

Refer to Practice 4 of the Communication and Coordination process area for information regard-
ing the gathering of employee opinions. 

Example techniques for gathering employee opinions include the following: 

• Focus groups 

• Interviews 

• Surveys 

• Satisfaction feedback 

• Exit interviews 
2. The employee needs, requirements, or priorities emerging from these analyses provide inputs 

for use in: 

− identifying workforce practices needing improvement, and 
− selecting among improved workforce practices for trial use and deployment. 

 

Practice 5 Data regarding the impact of the organization’s workforce practices and ac-
tivities are analyzed to identify areas that would most benefit from innovative 
or improved practices. 

1. Data on the capability of the organization’s competency development activities are analyzed 
to determine: 

− which of the organization’s workforce competencies would most benefit from innovative 
or improved competency development practices or activities, 
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Refer to Practices 2 and 3 of the Organizational Capability Management process area for practices 
quantifying organizational capability in each of the organization’s critical workforce competen-
cies and the quantitative management of capability in each of the organization’s critical workforce 
competencies. 

− within each workforce competency, which competency development activities have been 
most effective and which are in most in need of improvement, and 

Refer to Practices 5 and 6 of the Organizational Capability Management process area for informa-
tion regarding quantitative management of those competency development activities that have 
impacts on the capability of critical workforce competencies. 

− within each workforce competency, which workforce practices have been most effective 
and which are most in need of improvement. 

Refer to Practices 5 and 6 of the Organizational Capability Management process area for informa-
tion regarding quantitative management of those workforce practices and activities that have im-
pacts on the capability of critical workforce competencies. 

2. Data on the impact of workforce practices and activities on the capability of competency-
based processes are analyzed to determine: 

− which competency-based processes are most in need of improvement, and 

Refer to Practices 7 and 8 of the Organizational Capability Management process area for informa-
tion regarding quantifying organizational capability in each of the organization’s critical compe-
tency-based processes and the quantitative management of capability in each of the organization’s 
critical competency-based processes. 

− within each area of competency-based processes, which workforce practices have had 
the most beneficial impact and which are most in need of improvement. 

Refer to Practice 10 of the Organizational Capability Management process area for information 
regarding quantitative management of those workforce practices and activities that have impact 
on the capability and performance of competency-based processes. 

3. Data on the impact of workforce practices and activities on the alignment of performance are 
analyzed to determine: 

− which areas of performance are most in need of improved alignment, and 

Refer to Practices 1, 2, and 3 of the Organizational Performance Alignment process area for in-
formation regarding analysis of data on the alignment of performance across the organization. 

− within each area of misaligned performance, which workforce practices have had the 
most beneficial impact and which are most in need of improvement. 

Refer to Practices 4 and 5 of the Organizational Performance Alignment process area for informa-
tion regarding analysis of data concerning the impact of workforce practices and activities on the 
alignment of performance across the organization. 
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Practice 6 Quantitative objectives are established for improving the impact of workforce 
practices and activities. 

Quantitative objectives for improving workforce practices may be established at several levels. 
They may be established globally across all workforce practices, or they may be established sepa-
rately for each area of workforce practices, such as staffing practices, compensation practices, and 
competency development practices. They may be established for specific needs within each work-
force competency, or they may be established at the organizational level to affect all workforce 
competencies. They may be established separately within an organizational unit based on the need 
to address specific business conditions within that unit. 

Quantitative objectives should be set at a level where sufficient control is exercised over the per-
formance of the workforce practice to achieve the targeted result. Quantitative objectives are typi-
cally based upon needs for: 

• Improving capability in workforce competencies 

• Aligning performance 

• Anticipated current and future workforce needs 
1. Quantitative objectives for improving the impact of competency development practices and 

activities are based on: 

− the organization’s strategic objectives for developing capability in each of its workforce 
competencies compared to the impact of its competency development practices and ac-
tivities, and 

− the opportunities for improvement identified in analyzing data on the impact of compe-
tency development practices and activities. 

2. Quantitative objectives for improving the impact of workforce practices and activities on 
competency-based processes are based on: 

− the current capability of competency-based processes compared to the capability re-
quired to achieve organizational business objectives, and 

− the opportunities for improvement identified in analyzing data on the impact of work-
force practices and activities on the capability and performance of competency-based 
processes. 

3. Quantitative objectives for improving the impact of workforce practices and activities on the 
alignment of performance are based on: 

− the current level of performance alignment across individuals, workgroups, and units 
compared to that needed to achieve organizational business objectives, and 

− the opportunities for improvement identified in analyzing data on the impact of work-
force practices and activities on the alignment of performance. 
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Practice 7 The organization continuously investigates innovative workforce practices 
and technologies. 

Those responsible for coordinating the continuous innovation and improvement of workforce 
practices and technologies across the organization: 

1. Maintain awareness of: 

− quantitative objectives for improving the impact of competency development practices 
and activities, 

− quantitative objectives for improving the impact of workforce practices and activities on 
competency-based processes, 

− quantitative objectives for improving the impact of workforce practices and activities on 
the alignment of performance, 

− analyses of the organization’s competency and capability management data, 
− evaluations of the organization’s proposals for improvements to workforce practices, 
− results of appraisals of the organization’s workforce practices and activities, 
− opinions, concerns, needs, requirements, and priorities of the workforce, and 
− other relevant information about the business conditions affecting the organization. 

2. Search for innovations and other developments in workforce practices and technologies 
through such means as: 

− reading relevant journals and periodicals, 
− attendance at relevant seminars and conferences, 
− benchmarking with other organizations known to innovate in relevant areas of workforce 

practices, and 
− use of consultants or other external sources of expertise in the state of the art. 

3. Determine the feasibility of implementing promising workforce practices and technologies 
by: 

− gathering information from vendors and consultants on previous implementation and 
maintenance costs, 

− estimating the cost of implementing and maintaining any communication, information, 
or other technology required to support the innovative practice, 

− evaluating the training and other implementation and maintenance costs involved, and 
− assessing the potential disruption and learning curve associated with introducing the in-

novative practice. 
4. Recommend which innovations in workforce practices and technologies would provide the 

greatest potential benefit to the organization. 
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Practice 8 Innovative and improved workforce practices and technologies are evaluated 
and selected for implementation. 

1. Those responsible for coordinating the continuous innovation and improvement of workforce 
practices and technologies review improvement proposals and information on innovative 
practices or technologies in their area and select the most promising for further evaluation. 

2. Preliminary cost-benefit analyses are performed for the anticipated impact of proposed inno-
vations or improvements and those with the highest potential benefits are selected for im-
plementation. 

3. The potential risks to effective implementation or potential benefits of selected innovations 
or improvements are evaluated. 

4. Innovative and improved workforce practices and technologies that are evaluated to have 
few risks to effective implementation or expected benefits are approved for organization-
wide implementation. 

For an innovative or improved practice or technology to be evaluated as having few risks, its ef-
fective implementation or expected benefits should have already been demonstrated within a unit 
or in other organizations whose conditions are similar to those under which it will be imple-
mented. When there is uncertainty about a practice or technology, it is evaluated in a trial before 
being implemented throughout the organization. 

5. When significant risks to effective implementation or potential benefits are identified, the 
innovation or improvement is proposed for trial implementation. 

 

Practice 9 When appropriate, innovative or improved workforce practices or technolo-
gies are evaluated in trials to evaluate their benefits and most effective meth-
ods for implementation. 

The trial is designed to show the strengths and weaknesses that an innovative or improved prac-
tice or technology would exhibit in use throughout the organization. Therefore, the trial should 
identify risks to successful implementation and expected benefits by exposing the practice or 
technology to the typical conditions under which it will be implemented throughout the organiza-
tion. 

1. The objectives and evaluation criteria for the trial implementation are documented. 
2. A plan for conducting one or more trial implementations is developed which covers: 

− the unit(s) to be involved in the trial implementation, 
− resources needed to conduct the trial implementation, 
− the schedule of activities involved in the trial implementation, 
− the training for those who will implement the practice or use the technology, 
− the orientation of those who are affected by the trial implementation, 
− the criteria for evaluating the trial implementation, 
− the data and other information that will be collected for evaluating the trial implementa-

tion, 
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− how the evaluation will be performed, and 
− the steps to be taken if the trial implementation demonstrates that the practice or tech-

nology is beneficial. 
3. The plan for the trial implementation is reviewed by all affected parties. 

Examples of affected parties for trials include the following: 

• Those responsible for administering innovative or improved workforce practices 

• Those affected by innovative or improved workforce practices or technologies 

• Those who must use innovative or improved workforce practices or technologies 

• Those who must provide support for innovative or improved workforce practices or tech-
nologies 

4. Those responsible for innovative or improved workforce practices or technologies provide 
consultation and assistance to the trial implementation. 

5. The trial implementation is conducted and evaluated according to the plan for the trial im-
plementation. 

6. The results of the trial implementation are collected, analyzed, and documented, including: 

− documentation of any lessons learned and problems encountered during the trial period, 
− estimates of the benefits and impacts of broader use in the organization, and 
− assessment of risks in moving to broader implementation. 

7. Adjustments to a proposed workforce practice or technology are made and documented dur-
ing the trial period to optimize its effective implementation and benefits. 

8. Based on trial results, a decision is made to either: 

− terminate the further work with the practice or technology because it has proven ineffec-
tive, 

− proceed with full implementation, or 
− make adjustments to the practice or technology, based on lessons learned, and then re-

plan and continue with additional trials. 

 

Practice 10 The deployment of innovative or improved workforce practices or technolo-
gies is planned and prepared. 

1. The scope of the organization to which the innovative or improved practice or technology is 
to be deployed is identified. 

The scope to which an innovative or improved practice or technology may be applied can include 
the entire organization or it may be restricted to a specific component of the organization, such as 
the following: 

• Specific workforce competencies 

• Specific segments of the workforce 

• Specific units 

• Specific locations 
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2. A plan is developed for deploying innovative or improved workforce practices or technolo-
gies that have been approved for organization-wide use. The plan typically covers: 

− resources needed for deployment, 
− the schedule for deployment across units, 
− the activities involved in deployment within a unit, 
− the training or other preparation for those who will deploy the practice or use the tech-

nology, 
− the orientation of those who are affected by the practice or technology, 
− how to mitigate risks involved in the deployment, 
− steps in reviewing deployment status and effectiveness, and 
− any changes required for deploying the practice or technology. 

Examples of actions that should be taken in implementing an innovative or improved workforce 
practice or technology might include changes to the following: 

• Organizational policies or procedures 

• The measurement or verification of workforce practices and activities 

• Descriptions of workforce competencies 

• Competency development methods 

• Competency or capability management activities 
3. Before implementing a workforce practice or activity, those responsible for deploying it 

should review it with: 

− those affected by the practice or activity to identify unanticipated problems or effects, 
− those who have expertise in the area of the practice to determine if the improvement is 

likely to prove beneficial, 
− a human resources professional, if they believe the improvement may conflict with or-

ganizational policies or procedures, or 
− a human resources or legal professional, if the practice or activity is governed by laws or 

regulations. 

Examples of those with whom innovative or improved workforce practices or technologies can be 
discussed include the following: 

• Those responsible for coordinating specific workforce practices and activities across the or-
ganization 

• Human resources or other appropriate professionals 

• Trainers in the relevant area 

• Experts in performing the activity 
4. The strategy for collecting data to measure and track the impact of an innovative or im-

proved workforce practice or technology is documented, reviewed by all affected parties, 
and agreed to. 

5. Training and other methods for preparing responsible individuals to perform innovative or 
improved workforce practices or to use new technologies are developed. 
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Practice 11 Innovative or improved workforce practices and technologies are imple-
mented according to their deployment plans. 

1. Innovative or improved workforce practices and technologies are implemented across all 
segments of the organization within the deployment scope. 

2. Consulting and other facilitative support is provided to those implementing innovative or 
improved workforce practices and technologies. 

3. Progress in deploying innovative or improved practices or technologies is tracked against the 
plan. 

4. When progress in deploying innovative or improved practices or technologies deviates sig-
nificantly from plan, corrective actions are taken, which may include: 

− replanning the deployment, 
− resolving shortfalls in resources, training, or other preparations for deployment, 
− correcting inefficiencies in the method of deployment, or 
− adjusting innovative or improved workforce practices and technologies to improve their 

integration into unit activities. 
5. Problems in deploying innovative or improved workforce practices and technologies are 

identified and adjustments are defined for use in future deployments. 

 

Practice 12 The effectiveness and benefits of innovative or improved workforce practices 
and technologies are evaluated quantitatively. 

1. A strategy for evaluating the effectiveness and benefits of innovative or improved workforce 
practices and technologies is developed. 

2. Appropriate methods for evaluating the effectiveness and benefits of innovative or improved 
workforce practices and technologies are identified, and analyses are planned. 

3. Data concerning the effectiveness and benefits of innovative or improved workforce prac-
tices and technologies are collected, analyzed, and reported. 

4. Results of these analyses are used to improve the selection and implementation of innovative 
or improved workforce practices and technologies. 

Refer to the Organizational Capability Management process area for practices regarding the 
evaluation of the effectiveness and benefits of workforce practices and technologies. 
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Practice 13 The status and results of the organization’s Continuous Workforce Innovation 
activities are periodically reviewed and communicated across the organiza-
tion. 

1. Responsible individuals periodically review the progress in implementing improved or inno-
vative workforce practices and technologies. 

Examples of issues to be covered in status reviews include the following: 

• Level of suggestions or improvement proposals being made and accepted for broader im-
plementation 

• Progress in achieving quantitative objectives for improvement in different areas of workforce 
practices 

• Alternatives considered and those selected for implementation 

• Progress or results of trial implementations 

• Progress against deployment plans 

• Effectiveness and benefits of improved practices and technologies 
2. The workforce is kept informed of the organization’s activities for continuously innovating 

or improving its workforce practices and activities. 

Refer to Practice 2 of the Communication and Coordination process area for examples of organ-
izational communications mechanisms. Examples of information that are to be communicated 
include the following: 

• The organization’s plans and schedules for deploying improved workforce practices and 
technologies 

• Status and disposition of deployment efforts 

• Status of the improvement proposals and associated workforce practice improvements 

• Significant accomplishments, innovations, and actions taken for workforce practice im-
provement 

• Measured results of deploying the workforce practice improvements 

• Recognition of the contributions of the people and teams who are involved in improvement 
or deployment activities 

• Summary information describing the organization’s improvement and deployment activities 
and their results 
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Measurement and Analysis 

Measurement 1 Measurements are made and used to determine the status and performance 
of activities for continuously innovating and improving workforce practices 
and activities. 

Examples of measurements include the following: 

• The number of improvement proposals submitted in total and for each area of workforce 
practices 

• The response time for handling improvement proposals 

• The percentage of workforce improvement proposals accepted 

• The number of innovative workforce practices and technologies evaluated in total and for 
each area of workforce practices 

• The number of innovations or improvements in workforce practices and technologies evalu-
ated in trial implementations 

• The number of improved or innovative workforce practices and technologies implemented 
across the organization 

 

Measurement 2 Measurements are made and used to determine the effectiveness of con-
tinuously innovating and improving workforce practices and technologies. 

Examples of measurements to evaluate the effectiveness of innovative or improved workforce 
practices and technologies include the following: 

• Their impact on individual, team, unit, or organizational performance 

• The impact of each workforce innovation or improvement on the efficiency of workforce 
activities 

• The impact of each workforce innovation or improvement on increasing the organization’s 
capability in one or more of its workforce competencies 

• The impact of each innovation or improvement on aligning performance 

• The effect of implementing each workforce innovation or improvement compared  
to its defined improvement objective 

• The effect of workforce innovations or improvements on team, unit, or organizational per-
formance 
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Verifying Implementation 

Verification 1 A responsible individual(s) verifies that the activities for continuously innovat-
ing and improving workforce practices are conducted according to the or-
ganization’s documented policies, practices, procedures, and, where appro-
priate, plans; and addresses noncompliance. 

These reviews verify that: 

1. The activities for Continuous Workforce Innovation comply with the organization’s policies 
and stated values. 

2. The activities for Continuous Workforce Innovation comply with relevant laws and regula-
tions. 

3. All innovative or improved workforce practices and their implementations are reviewed to 
ensure they comply with relevant laws and regulations. 

4. Continuous Workforce Innovation activities are performed according to the organization’s 
documented practices and procedures. 

5. Noncompliance issues are handled appropriately. 

 

Verification 2 Executive management periodically reviews the Continuous Workforce Inno-
vation activities, status, and results; and resolves issues. 

These reviews verify: 

1. The appropriateness of the continuous evaluation, innovation, or improvement activities. 
2. Progress in evaluating or implementing continuous improvements. 
3. Results from reviews of Continuous Workforce Innovation practices and activities. 

Refer to Verification 1 for information regarding reviews of Continuous Workforce Innovation 
activities to ensure adherence to the following: 

• Relevant laws and regulations 

• Organizational policies, practices, and procedures 
4. Status of resolution of noncompliance issues. 
5. Trends related to Continuous Workforce Innovation. 
6. Effectiveness of Continuous Workforce Innovation activities in continuously innovating and 

improving workforce practices and technologies. 
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Appendix B: Acronyms 

AB Ability to Perform 

ADA Americans with Disabilities Act 

ARC Appraisal Requirements for CMMI 

BPO business process outsourcing 

CA Competency Analysis (process area) 

CBA Competency-Based Assets (process area) 

CBA IPI CMM-Based Appraisal for Internal Process Improvement 

CBP Competency-Based Practices (process area) 

CCI Continuous Capability Improvement (process area) 

CD Competency Development (process area) 

CFROI cashflow return on investment 

CI Competency Integration (process area) 

CMM Capability Maturity Model 

CMMI Capability Maturity Model Integration 

CMMI-DEV CMMI for Development 

CMP Compensation (process area) 

CMU Carnegie Mellon University 

CO Commitment to Perform 

COBRA Consolidated Omnibus Budget Reconciliation Act 

COM Communication and Coordination (process area) 

CRD Career Development (process area) 

CWI Continuous Workforce Innovation (process area) 

DoD Department of Defense 

EEO Equal Employment Opportunity 

EFQM® European Foundation for Quality Management 

EPG enterprise process group 

EVA® Economic Value Added 
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EVC Economic Value Creation 

EWG Empowered Workgroups (process area) 

FFRDC federally funded research and development center 

HCM human capital management 

HIPAA Health Insurance Portability and Accountability Act 

HR Human Resources 

IDEAL Initiating, Diagnosing, Establishing, Acting, Learning 

IPPD Integrated Product and Process Development 

MBNQA Malcolm Baldrige National Quality Award 

MBWA management by walking around 

MDD Method Definition Document 

ME Measurement and Analysis 

ML Maturity Level 

MTR Mentoring (process area) 

MTS Member of the Technical Staff 

OCM Organizational Capability Management (process area) 

OPA Organizational Performance Alignment (process area) 

OSHA Occupational Safety and Health Administration 

P practice 

P-CMM See People CMM 

PC Participatory Culture (process area) 

People CMM People Capability Maturity Model 

PM Performance Management (process area) 

P Practice (as in Practices Performed) 

PSP Personal Software Process 

QPM Quantitative Performance Management (process area) 

QWL quality of work life 

RI Residual Income 

ROCE Return on Capital Employed 
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SA-CMM Software Acquisition Capability Maturity Model 

SCAMPI Standard CMMI Appraisal Method for Process Improvement 

SDMM Service Delivery Maturity Model (Ericsson) 

SE-CMM Systems Engineering Capability Maturity Model 

SEI Software Engineering Institute (http://sei.cmu.edu) 

SEIR Software Engineering Information Repository (http://seir.sei.cmu.edu) 

SEPM Software Engineering Process Management 

STF Staffing (process area) 

SVA shareholder value analysis 

SW-CMM Capability Maturity Model for Software 

TD Training and Development (process area) 

TQM total quality management 

TSP Team Software Process 

VE Verifying Implementation 

WE Work Environment (process area) 

WFP Workforce Planning (process area) 

WGD Workgroup Development (process area) 
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Appendix C: Glossary of Terms 

Ability to Perform A category of institutionalization practices in a process area that describes 
the preconditions that must exist in the unit or organization to implement 
practices competently. Ability to Perform typically involves resources, 
organizational structures, and preparation to perform the practices of the 
process area. 

activity Actions taken by responsible individuals or workgroups to implement 
workforce practices. (See also practices.) 

activities See workforce activities. 

adequate This word is used so that you can interpret goals and practices in light of 
your organization’s business objectives. When using the People CMM, 
you must interpret the practices so that they work for your organization. 
This term is used in goals and practices where certain activities may not 
be done all of the time. (See also appropriate and as needed.) 

affected individuals The people affected by the performance of a workforce activity or by a 
decision. Also may imply that a workforce practice is conducted only with 
individuals in selected positions, job types, or units. 

alternative practice A practice that is a substitute for one or more practices contained in the 
People CMM that achieves an equivalent effect toward satisfying the goal 
associated with these People CMM practices. Alternative practices are not 
necessarily one-for-one replacements for specific People CMM practices. 

appraisal An examination of one or more processes by a trained team of profession-
als using an appraisal reference model as the basis for determining, as a 
minimum, strengths and weaknesses. The appraisal reference model for 
People CMM appraisals is the People CMM. (See also assessment and 
capability evaluation.) 

appraisal findings The results of an appraisal that identify the most important issues, prob-
lems, or opportunities for improvement within the appraisal scope. Ap-
praisal findings are inferences drawn from corroborated objective evi-
dence.  

appraisal method 
class 

A family of appraisal methods that satisfy a defined subset of require-
ments in the Appraisal Requirements for CMMI (ARC). These classes are 
defined so as to align with typical usage modes of appraisal methods.  

appraisal modes of 
usage 

The contexts in which an appraisal method might be utilized. Appraisal 
modes of usage identified for the SCAMPI method include internal proc-
ess improvement, supplier selection, and process monitoring. 

appraisal objectives The desired outcome(s) of an appraisal process.  

appraisal partici- Members of the organizational unit who participate in providing informa-
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pants tion during the appraisal. 

appraisal rating The value assigned by an appraisal team to a People CMM goal or proc-
ess area, or the maturity level of an organizational unit. The rating is de-
termined by enacting the defined rating process for the appraisal method 
being employed. 

appraisal record An orderly, documented collection of information that is pertinent to the 
appraisal and adds to the understanding and verification of the appraisal 
findings and ratings generated. 

appraisal reference 
model 

As used in SCAMPI appraisal materials, the reference model to which an 
appraisal team correlates implemented process activities. In a SCAMPI 
with People CMM appraisal, the appraisal reference model is the People 
CMM. 

appraisal scope The definition of the boundaries of the appraisal encompassing the organ-
izational limits and the People CMM model limits within which the proc-
esses to be investigated operate. 

appraisal sponsor The individual who requires the appraisal to be performed and provides 
financial or other resources to carry it out.  

appraisal tailoring Selection of options within the appraisal method for use in a specific in-
stance. The intent of tailoring is to assist an organization in aligning ap-
plication of the method with its business needs and objectives.  

appraisal team 
leader 

The person who leads the activities of an appraisal and has satisfied the 
qualification criteria for experience, knowledge, and skills defined by the 
appraisal method.  

appropriate This word is used so that you can interpret goals and practices in light of 
your organization’s business objectives. When using the People CMM, 
you must interpret the practices so that they work for your organization. 
This term is used in goals and practices where certain activities may not 
be done all of the time. (See also adequate and as needed.) 

artifact A tangible form of objective evidence indicative of work being performed 
that is a direct or indirect result of implementing a People CMM model 
practice. 

as needed This phrase is used so that you can interpret goals and practices in light of 
your organization’s business objectives. When using the People CMM, 
you must interpret the practices so that they work for your organization. 
This term is used in goals and practices where certain activities may not 
be done all of the time. (See also adequate and appropriate.) 

assessment An appraisal that an organization does internally for the purposes of proc-
ess improvement. The word assessment is also used in the People CMM 
in an everyday English sense (e.g., performance assessment). (See also 
appraisal.) 
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assignable cause of 
process variation 

An extraordinary event outside the bounds of the normal execution of the 
process. 

assignment The tasks involved in one or more roles whose performance constitutes an 
individual’s committed work. 

capability baseline A statistically-based description of the performance or results of a process 
that has been performed repeatedly. Capability baselines can quantify ei-
ther attributes of the process (e.g., effort or duration) or of the product 
produced by the process (e.g., amount or quality). Control charts used in 
statistical process control are one form of capability baseline. However, 
other statistical representations may be more appropriate, depending on 
the nature of the data being characterized. The purpose of a capability 
baseline is to predict outcomes and to interpret the results of process per-
formance. (See also process performance baseline.) 

capability maturity 
model 

A capability maturity model (CMM) is an evolutionary roadmap for im-
plementing the vital practices from one or more domains of organizational 
process. It contains the essential elements of effective processes for one or 
more disciplines. It describes an evolutionary improvement path from an 
ad hoc, immature process to a disciplined, mature process with improved 
quality and effectiveness. 

capability of the 
workforce 

See workforce capability. 

coaching The use of an experienced and capable individual(s) to increase the 
knowledge, skills, and process abilities of individuals or workgroups. 
Coaching is a form of mentoring that involves expert knowledge and skill 
in the subject matter being coached. 

commitment A pact that is freely assumed, visible, and expected to be kept by all par-
ties involved. 

Commitment to Per-
form 

A category of institutionalization practices in a process area that describes 
the actions an organization must take to ensure that the activities consti-
tuting a process area are established and will endure. Commitment to per-
form typically involves establishing organizational policies (to set expec-
tations for performance), executive management sponsorship, and 
assigned responsibilities for advising on and coordinating the implementa-
tion of workforce practices. 

committed work An agreement concerning the scope of work to be performed and the work 
products or services to be produced. 

common workgroup 
methods and pro-
cedures 

Common methods and procedures for performing standard activities that 
occur in most workgroups, such as problem solving and conducting meet-
ings. 
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compensation All forms of inducements or remuneration offered to employees for work 
performed, most commonly pay and guaranteed benefits. Pay includes 
any guaranteed fixed rate of salary or hourly wages provided to individu-
als, plus any variable amounts that are provided based on an agreement 
between the organization and the individual on how it is administered. 

compensation 
strategy 

An organization’s philosophy and method for compensating its work-
force. 

competency An underlying characteristic of an individual that is causally related to 
effective or superior performance, as determined by measurable, objective 
criteria, in a job or situation [adapted from Spencer 93, p. 9]. See also 
workforce competency. 

competency-based 
asset 

A bundle of information or an artifact that has been prepared in a standard 
format and made available for widespread use. It captures knowledge, 
experience, or artifacts developed in performing competency-based proc-
esses in an organization. As an organizational asset, it becomes a compo-
nent of one or more workforce competencies. 

competency-based 
process 

Defines how individuals within a specific workforce competency apply 
their knowledge, perform their skills, and apply their process abilities in 
the context of an organization’s defined work processes. At Maturity Lev-
els 4 and 5 of the People CMM, “competency-based processes” also may 
include integrated competency-based processes (or multidisciplinary 
processes). The organization’s defined processes are often described in 
terms of the processes performed by different workforce competencies, 
such as the software development process, the sales process, or the cus-
tomer training process. Competency-based processes are documented, 
trained, performed, enforced, measured, and improved over time. The 
competency-based processes associated with a single workforce compe-
tency may represent only part of a defined organizational process; other 
elements of the defined process may be performed by individuals with 
different workforce competencies. 

competency com-
munity 

Members of a workforce who share and practice a workforce competency; 
those who share the knowledge, skills, and process abilities of a particular 
workforce competency. They are also sometimes referred to as “commu-
nities of practice” [Brown 00, Wenger 98, Wenger 00]. 

competency devel-
opment plan 

Identifies the current and future needs of a workforce competency. These 
plans can either be produced as separately documented plans for each 
workforce competency, or they can be integrated in the organization’s 
strategic workforce plan. 

competency infor-
mation 

Typically describes an individual’s level of capability in relation to the list 
of knowledge, skills, and process abilities in relevant workforce compe-
tency -descriptions. 
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competency man-
agement 

A collection of workforce practices used to enhance the capability of the 
workforce to perform assigned tasks and responsibilities, and to achieve 
specific competency growth objectives. 

concern An issue, state of affairs, condition, complaint, or grievance that an indi-
vidual or workgroup wants the organization to address and resolve. 

core competency The combination of technology and production skills that creates an or-
ganization’s products and services and provides its competitive advantage 
in the marketplace. A workforce competency is different from the concept 
of a core competency of the organization, as formulated by Prahalad and 
Hamel [Prahalad 90]. One or more workforce competencies must be pre-
sent in the workforce so that they can execute a core competency of the 
organization. 

corrective action Acts or deeds used to remedy a situation, remove an error, or adjust a 
condition. 

corroboration The activity of considering multiple pieces of objective evidence in sup-
port of a judgment regarding an individual People CMM model practice.  

critical competency-
based processes 

The competency-based processes in each critical workforce competency 
that are most crucial to achieving defined performance objectives and 
business results. Consequently, critical competency-based processes are 
managed quantitatively at Maturity Level 4 to ensure that they can be per-
formed with sufficient capability to achieve the organization’s quantita-
tive performance objectives and intended business results. 

critical positions Critical to the accomplishment of the organization’s business objectives; 
such positions include more than just executive and other senior manage-
ment positions. Certain technical, operational, or business positions may 
also be designated as critical positions because of the difficulty in finding 
or developing individuals with the knowledge, skills, and process abilities 
to perform successfully in these positions. The organization organizes the 
development and career activities required to provide qualified candidates 
to fill critical positions. 

critical skills Skills that, if not performed effectively, could jeopardize the successful 
performance of assigned tasks. 

critical task A task that is important for accomplishing an individual’s or unit’s per-
formance objectives. A task that could jeopardize the successful perform-
ance of an assignment, if it is not performed well according to task-related 
criteria. 
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critical workforce 
competency 

Critical workforce competencies are those most crucial to sustaining an 
organization’s capability in its core competence [Prahalad 90]. Their 
growth and development is critical to the viability of the organization’s 
strategic business objectives and plans. Consequently, at Maturity Level 
4, the organization’s capability in these workforce competencies is man-
aged quantitatively to ensure their competency-based processes can be 
performed with sufficient capability to achieve the organization’s quanti-
tative performance objectives. 

defined process A managed process that documents a set of tasks, contributes to the pro-
duction of a work product or the delivery of a service, and provides ap-
propriate measurements of performance. 

development objec-
tives 

An individual’s intentions to satisfy needs for critical skills required to 
perform assigned work and for development to prepare for future assign-
ments and career options. 

discovery-based 
appraisal 

An appraisal in which limited objective evidence is provided by the ap-
praised organization prior to the appraisal, and the appraisal team must 
probe and uncover a majority of the objective evidence necessary to ob-
tain sufficient coverage of People CMM model practices. Discovery-
based appraisals typically involve substantially greater appraisal team 
effort than verification-based appraisals, in which much of the objective 
evidence is provided by the appraised organization. See verification-based 
appraisal for contrast. 

document A collection of data, regardless of the medium on which it is recorded, 
that generally has permanence and can be read by humans or machines. 
Documents can be work products reflecting the implementation of one or 
more People CMM model practices. These documents typically include 
work products such as organizational policies, procedures, and implemen-
tation-level work products. Documents may be available in hardcopy, 
softcopy, or accessible via hyperlinks in a Web-based environment.  

empowered work-
group 

A workgroup granted considerable autonomy in managing and performing 
its work that may perform selected workforce practices within the work-
group. 

establish and main-
tain 

In goal and practice statements in a CMM, this phrase means to define, 
document, make available for use, and periodically update. 

equity A state wherein a market-adjusted balance exists between an individual’s 
remuneration and his or her value to the organization as measured by ca-
pability and performance. 

evidence See objective evidence. 

executive manage-
ment 

 

Management roles whose primary focus is the long-term vitality of the organization, 
rather than short-term production or service concerns. Executive management pro-
vides and protects resources for long-term improvement of workforce practices. 

As used in the People CMM practices, the term executive management 
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executive manage-
ment (continued) 

 

should be interpreted in the context of the process area and the projects 
and organization under consideration. The intent is to include specifically 
those executive managers who are needed to fulfill the leadership and 
oversight roles essential to achieving the goals of the process area. 

expected model 
component 

A model component that explain what may be done to satisfy a required 
model component. The expected model components are meant to guide in 
implementing improvements or performing appraisals. Either the prac-
tices, as described, or acceptable alternative practices to them must be 
present with a frequency appropriate to a reasonable implementation of 
the practice before goals can be considered achieved. 

finding See appraisal findings. 

goal A required model component in the People CMM. When you see the 
word goal in the People CMM,it always refers to a model component. In 
the People CMM, the word goal is only used when referring to the 
model component. A goal in the People CMM represents an organiza-
tional state to be achieved by implementing the practices of a process 
area. Goals are requirements for implementing People CMM-based im-
provements. Each process area contains one or more implementation 
goals and one institutionalization goal. The organizational state de-
scribed by each goal in a process area must be achieved to consider the 
process area to be successfully implemented and institutionalized. (See 
also objective, implementation goal, and institutionalization goal.) 

graduated career 
opportunities 

An arrangement of positions or work responsibilities that require increas-
ing levels of capability in one or more workforce competencies. Gradu-
ated career opportunities include not only promotion opportunities in the 
organization such as career ladders or paths, but also career lattices that 
provide broadening or lateral assignments to gain experience or increase 
the individual’s capabilities in additional workforce competencies. 

group A cluster of individuals organized into a structure that is convenient for 
managing. This term is used only at Maturity Level 2, and makes no as-
sumption about the level of dependency among their work activities. A 
high level of interdependency among people in a group might justify their 
being developed into a workgroup at Maturity Level 3. 

human capital man-
agement 

An approach to people management (or workforce management) that 
treats it as a high level strategic issue and seeks systematically to analyze, 
measure and evaluate how workforce policies and practices contribute to 
value creation. [Kingsmill 03] suggests that this approach should be 
treated as a high level strategic issue rather than an operational matter ‘to 
be left to the HR people.’ 

 

 

 

human resources 

 

 

The collection of individuals (both managers and staff) comprising the 
unit(s) within an organization that focuses on devising practical, effective 
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ways to manage employer-employee relations. Their responsibility is di-
rected toward, but not limited to, the recruiting, selection, hiring, training, 
compensating, and well-being of employees and the formulation of poli-
cies, practices, and procedures that affect employees. 
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IDEAL The IDEALSM model is an organizational improvement model that serves 
as a roadmap for initiating, planning, and guiding improvement actions. It 
is called the IDEAL model after the first letters in each of its five phases: 
Initiating, Diagnosing, Establishing, Acting, and Learning. 

implementation goal A required model component within a process area of the People CMM. 
An implementation goal constitutes requirements an organization should 
satisfy in implementing the workforce practices in a process area. Imple-
mentation goals in each process area are accomplished through its imple-
mentation practices. (See institutionalization goal for contrast. See also 
implementation practices.) 

implementation prac-
tices 

The practices and procedures implemented by the organization to satisfy 
the implementation goals of a process area. These are the practices that 
collectively constitute the area of practice denoted by the title of the proc-
ess area. Each implementation practice within a process area supports 
accomplishment of a single implementation goal. Implementation 
-practices are categorized as Practices Performed. (See institutionalization 
practices for contrast.) 

individual compe-
tency 

The combination of knowledge, skills, and process abilities an individual 
possesses, which may be related to performing tasks or roles for the or-
ganization. See also competency, workforce competency.  

individual develop-
ment objectives 

An individual’s intentions for meeting training and development needs to 
develop critical skills required by the current assignment or to prepare for 
future assignments and career opportunities. 

individuals A person who performs an assignment required to execute the business 
activities of the organization. The term individuals normally refers to 
those affected by the performance of a workforce practice or activity. 

informative model 
component 

A model component that provides details that help explain or elaborate 
approaches to implementing and institutionalizing a practice or goal. 
These components help model users understand the required and expected 
components of the People CMM. These components can contain exam-
ples, detailed explanations, or other helpful information. Subpractices, 
notes, and references are informative model components. 

institutionalization The building and reinforcement of an organizational culture that sustains 
the performance of workforce practices as standard, ongoing business 
activities, even after those who originally defined them are gone. Institu-
tionalization results in an ingrained way of doing business that an organi-
zation follows routinely as part of its corporate culture. 

institutionalization 
goal 

A required model component within a process area of the People CMM. 
An institutionalization goal constitutes requirements an organization 
should satisfy in institutionalizing the workforce practices in a process 
area. The institutionalization goal in each process area is accomplished 
through its institutionalization practices. (See implementation goal for 
contrast. See also institutionalization practices.) 
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institutionalization 
practices 

The practices and procedures implemented to ensure that the organization 
has a continuing commitment to and capability for performing the organi-
zation’s workforce practices and activities. Institutionalization practices 
support accomplishment of an institutionalization goal in each process 
area. Institutionalization practices can be categorized as Commitment to 
Perform, Ability to Perform, Measurement and Analysis, and Verifying 
Implementation. (See implementation practices for contrast.) 

instruments Artifacts used in an appraisal for the collection and presentation of data 
(e.g., questionnaires, organizational unit information packets). In 
SCAMPI appraisals, instruments can be used to collect written informa-
tion relative to the organizational unit’s implementation of People CMM 
model practices. This can include assets such as questionnaires, surveys, 
or an organizational mapping of People CMM model practices to its cor-
responding processes. 

integrated compe-
tency-based proc-
esses 

Processes that have been interwoven from separate competency-based 
processes to achieve a more seamless, process-based interaction among 
people who possess different workforce competencies, for instance, the 
interweaving of a mechanical design process and a manufacturing design 
process into a single product design process. Also called a multidiscipli-
nary process. Throughout Maturity Levels 4 and 5, the use of the term 
competency-based processes implies the inclusion of integrated compe-
tency-based processes. 

integrated product 
and process devel-
opment 

A systematic approach to product development that achieves a timely col-
laboration of relevant stakeholders throughout the product life cycle to 
satisfy customer needs. 

internal process 
improvement (IPI)  

An appraisal mode of usage in which organizations appraise internal 
processes, generally to either baseline their process capability, to establish 
or update a process improvement program, or to measure progress in im-
plementing such a program.  

interviews A meeting of appraisal team members with appraisal participants for the 
purpose of gathering information relative to work processes in place. In 
SCAMPI, this includes face-to-face interaction with those implementing 
or using the processes within the organizational unit. Interviews are typi-
cally held with various groups or individuals. A combination of formal 
and informal interviews may be held and interview scripts or exploratory 
questions developed to elicit the information needed. 

 

knowledge 

 

An individual’s understanding of facts or information. Knowledge pro-
vides the basis for performing a skill that an individual must have to per-
form a task successfully. 

lead appraiser A person who has achieved recognition from an authorizing body to per-
form as an appraisal team leader for a particular appraisal method.  
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managed process A performed process that is planned and executed in accordance with pol-
icy, employs skilled people having adequate resources to produce con-
trolled outputs, involves relevant stakeholders, and is reviewed and evalu-
ated for adherence to relevant procedures. 

maturity level Degree of process improvement across a predefined set of process areas in 
which all goals in the set are attained. A maturity level represents a level 
of organizational capability created by the transformation of one or more 
domains of an organization’s processes. It is an evolutionary plateau on an 
organization’s improvement path from ad hoc practices to a state of con-
tinuous improvement. The People CMM contains five levels of maturity. 
(See also process area.) 

maturity level rating See appraisal rating.  

measurable objec-
tive 

See quantitative objective. 

Measurement and 
Analysis 

A category of institutionalization practices in a process area that describes 
the actions the organization must take to ensure that workforce practices 
are evaluated for performance and effectiveness. Measurement and 
Analysis typically involves measuring the status of the practices per-
formed, aggregating some measures from the unit to the organizational 
level, and evaluating the effectiveness of the practices performed. 

mentoring The process of transferring the lessons of greater experience in a work-
force competency to improve the capability of other individuals or work-
groups. 

method A reasonably comprehensive set of rules and criteria that establish a pre-
cise and repeatable way of performing a task or practice and arriving at a 
desired result. 

multidisciplinary 
process 

A process that has been interwoven from separate competency-based 
processes to achieve a more seamless, process-based interaction among 
people who possess different workforce competencies. One example of a 
multidisciplinary process is the interweaving of a mechanical design 
process and a manufacturing design process into a single product design 
process. Also called an integrated competency-based process. Throughout 
Maturity Levels 4 and 5, the use of the term competency-based processes 
implies the inclusion of multidisciplinary processes. 

 

 

objective 

 

 

When used as a noun in the People CMM, the term objective replaces the 
word goal as used in its common everyday sense, since the word goal is 
reserved for use when referring to the People CMM model component 
called goals. (See also goal.) 

objective evidence As used in SCAMPI with People CMM appraisal materials, documents or 
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interview results used as indicators of the implementation or institution-
alization of model practices. Sources of objective evidence can include 
instruments, presentations, documents, and interviews. 
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observation As used in SCAMPI with People CMM appraisal materials, a written re-
cord that represents the appraisal team members’ understanding of infor-
mation either seen or heard during the appraisal data collection activities. 
The written record may take the form of a statement or may take alterna-
tive forms as long as the information content is preserved. 

optimizing process A quantitatively managed process that is continually improved to increase 
its capability. These continuous improvements can be made through both 
incremental and innovative improvements. (See quantitatively managed 
process and defined process for contrast.) 

organization A collection of units for which an executive manager is responsible. An 
organization could constitute an entire company or agency, or it could 
constitute only a component of a larger organizational entity, such as a 
division or branch. 

organization’s 
business objectives 

Strategies devised by executive management to ensure an organization’s 
continued existence, and to enhance its profitability, market share, and 
other factors that influence the organization’s success. 

organization’s set 
of standard proc-
esses 

The definition of the basic processes used as the basis for establishing 
common processes across the organization. It describes the fundamental 
process elements that are expected to be incorporated into the defined 
processes. It also describes the relationships (e.g., ordering and interfaces) 
among these process elements. (See also defined process and process 
element.) 

organizational matur-
ity 

The extent to which an organization has explicitly and consistently de-
ployed workforce practices or processes that are documented, managed, 
measured, controlled, and continually improved. Organizational process 
maturity may be measured via appraisals. 

organizational pol-
icy 

A principle typically established by executive management that is adopted 
by an organization to guide behavior and influence decisions. 

organizational role One or more individuals who coordinate and advise people throughout the 
organization on the implementation of practices in a process area. Those who 
might fill organizational roles are usually found in staff positions such as 
human resources, training, process engineering, and so on. 

 

organizational unit 

 

The part of an organization that is the focus of an appraisal. An organiza-
tional unit deploys one or more processes that have a coherent process 
context and operates within a coherent set of business objectives. An or-
ganizational unit operates within a coherent workforce context, a coherent 
process context, and a coherent set of business objectives. An organiza-
tional unit is typically part of a larger organization, although in a small 
organization, the organizational unit may be the whole organization.  

participatory culture An environment in which information is made available to support indi-
viduals in making appropriate decisions, and where decisions are shifted 
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to the most appropriate location in the organization so that those affected 
by a decision participate in, or are represented in, the process of making it. 
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People CMM Stew-
ard 

The Software Engineering Institute (SEI) is the Steward of the People 
CMM Product Suite. The People CMM Steward supports and facilitates 
the maintenance and evolution of the People CMM Product Suite. 

performance align-
ment 

The congruence of performance objectives and the consistency of per-
formance results across the individuals, workgroups, units, and organiza-
tion. Therefore, the process of aligning performance results across indi-
viduals, teams, and units with the organization’s performance objectives, 
and quantitatively assessing the effectiveness of workforce practices in 
achieving alignment. 

performance im-
provement plan 

A document describing the detailed actions and expected results for cor-
recting identified performance problem(s). 

performance man-
agement 

The process of establishing objective criteria against which unit and indi-
vidual performance can be measured, providing performance feedback, 
managing performance problems, rewarding and recognizing outstanding 
performance, and enhancing performance continuously. 

performance objec-
tive 

A measurable attribute or result of work behavior that can be used to 
evaluate the performance of a unit, workgroup, or individual. 

perquisites A privilege or profit beyond regular pay that is provided as a component 
of overall compensation. A benefit provided only to specified individuals 
or positions in the organization. 

personal develop-
ment plan 

Specification of the actions to be taken by an individual for developing 
additional capability in workforce competency, and for applying this ca-
pability to his or her work. The plan usually contains objectives for com-
pleting development activities, and may contain objectives for capability 
or performance improvement. 

 

 

 

 

personal work 
processes 

 

 

 

 

The work processes used by an individual to perform his or her portion of 
a business process; the ways that individuals perform the elementary tasks 
constituting the competency-based processes involved in their work. 
Thus, personal work processes reflect unique, individual characteristics 
that differ among people performing the same competency-based process. 
Through Continuous Capability Improvement, these personal work proc-
esses mature to become a “customized set of orderly, consistently prac-
ticed, and high-quality personal practices” [Humphrey 95]. 

policy A guiding principle, typically established by executive management, that 
is adopted by an organization or project to influence and determine deci-
sions. 
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position A post of employment, an assignment of duty, a job. 

practice Description of an activity essential to, in part or in whole, accomplish a 
goal of the process area. A practice is a subprocess of a process area that 
contributes to achieving a process area goal. (See also process area and 
goal.) 

practices Used throughout the People CMM to refer to standard workforce proc-
esses. (See workforce practices. See also activities, which refers to actions 
taken to implement these practices.) 

Practices Per-
formed 

The implementation practices in a process area that describes the practices 
and procedures that an organization would ordinarily be expected to per-
form to achieve the implementation goals of a process area.. These prac-
tices constitute the area of concern represented in the title of the process 
area. (See implementation practices. See also process area.) 

preparation Activities undertaken to ensure that individuals have the skills required to 
perform their responsibilities. Preparation could involve mentoring, class-
room training, self-study, or any other activity that ensures the affected 
individual has the required level of knowledge and skill to perform the 
assigned practices and activities. 

procedure A written description of a course of action to be taken in performing a 
task or workforce practice. 

process A set of tasks or activities performed to achieve a given purpose or a 
specified result. 

process ability 

 

 

 

 

 

process ability 
(continued) 

The capacity to perform individual skills in the specific sequencing or 
method used in the organization to coordinate activities among individu-
als or groups, and to adjust the performance of skills, as necessary, to 
maintain an orderly flow of work. 

 

 

 

Process abilities represent an individual’s capacity to apply knowledge 
and perform skills in the context of the organization’s defined, compe-
tency-based processes. It includes the ability to adjust the performance of 
skills in ways that maintain an orderly flow of work. Possession of a proc-
ess ability indicates that an individual is able to perform the competency-
based processes appropriate for someone at his or her level of develop-
ment in the workforce competency. 

process area A cluster of related practices that, when performed collectively, satisfy a 
set of goals that contribute to the capability gained by achieving a matur-
ity level. 

process area goal See goal. 
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process area profile See process profile. 

process asset Anything that the organization considers useful in attaining the goals of a 
process area. 

process capability The range of expected results that can be achieved by following a process. 
The ability of a process to meet its objectives or requirements or to per-
form within specified limits. 

process capability 
baseline 

A documented characterization of the range of expected -results that 
would normally be achieved by following a specific process under typical 
circumstances. 

process descrip-
tion 

A documented expression of a set of activities performed to achieve a 
given purpose that provides an operational definition of the major compo-
nents of a process. The documentation specifies, in a complete, precise, 
and verifiable manner, the requirements, design, behavior, and other char-
acteristics of a process. It also may include procedures for determining 
whether these provisions have been satisfied. Process descriptions may be 
found at the activity, personal, workgroup, unit, or organizational levels. 

process element The fundamental unit of a process. A process can be defined in terms of 
subprocesses or process elements. A subprocess can be further decom-
posed into subprocesses or process elements; a process element cannot. A 
process element can be an activity or task that would not be defined into 
more elementary components or finer-grained descriptions. 

process group A collection of specialists who facilitate the definition, maintenance, and 
improvement of the process(es) used by the organization. 

process improve-
ment 

A program of activities designed to improve the performance and maturity 
of the organization’s processes, and the results of such a program. 

process maturity The extent to which an organization’s processes are defined, managed, 
measured, controlled, and continually improved. Process maturity implies 
continued improvement in the organization’s capability for performing its 
business activities, and indicates consistency in performing its processes 
throughout the organization. 

process monitoring An appraisal mode of usage in which appraisals are used to monitor proc-
ess implementation (for example, after contract award by serving as an 
input for an incentive/award fee decision or a risk management plan). The 
appraisal results are used to help the sponsoring organization tailor its 
contract or process monitoring efforts by allowing it to prioritize efforts 
based on the observed strengths and weaknesses of the organization’s 
processes. This usage mode focuses on a long-term teaming relationship 
between the sponsoring organization and the development organization 
(buyer and supplier).  

process owner The person responsible for defining and maintaining a process. At the 
organizational level, the process owner is the individual(s) responsible for 
the description of a standard process or set of related practices. Within a 
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workforce competency, the process owner is the individual(s) responsible 
for defining and maintaining the competency-based processes associated 
with that workforce competency. A process may have multiple owners at 
different levels of responsibility. (See also defined process.) 
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process perform-
ance 

A measurement of the actual results achieved by performing or following 
a process. 

process perform-
ance baseline 

A documented characterization of the results achieved by following a 
process that is used as a benchmark for comparing actual process per-
formance against expected process performance. (See also process per-
formance.) 

process profile The set of goal ratings assigned to the process areas in the scope of the 
appraisal. (See also process area profile.) 

process tailoring To make, alter, or adapt a process description to make it fit for use in a 
particular situation. For example, the organization tailors its defined proc-
esses to adapt them for use with different competencies at Maturity Level 3. 
Similarly, competency-based processes may be tailored for use within a 
specific workgroup. (See also process description, competency-based 
process, and defined process.) 

quantitative objec-
tive 

Desired target value expressed as quantitative measures. 

quantitatively man-
aged process 

A defined process that is evaluated and controlled using statistical and 
other quantitative techniques. The product quality, service quality, or process 
performance are measured to determine if results are within expected or 
predicted bounds, and needs for corrective action are assessed. (See opti-
mizing process and defined process for contrast.) 

rating See appraisal rating. 

recognition Special acknowledgments of an individual or group for accomplishments 
of value to the organization. 

reference An informative model component that points to additional or more de-
tailed information in related process areas. 

reference model A model that is used as a benchmark for measuring some attribute. 

required model 
component 

People CMM components that are essential to achieving process im-
provements in a given process area. These required model components are 
used in appraisals to determine organizational workforce capability. Goals 
are required model components within a process area that are considered 
essential contributors to the organizational workforce capability achieved 
at the maturity level of the process area. 

resource profile A quantitative representation of the capability of the workforce within a 
selected workforce competency. At a minimum, a resource profile pre-
sents the number of individuals available to the organization at each level 
of capability in the workforce competency. 

reward Special recognition outside of the compensation system for accomplish-
ments of significant value to the organization. Usually consists of variable 
amounts of money, stock, or other considerations provided to individuals 
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or groups at appropriate times without prior agreement as to conditions of 
receipt. Rewards are distinguished from recognition in that rewards typi-
cally involve financial considerations. 
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role A defined set of work tasks, dependencies, and responsibilities that can be 
assigned to an individual as a work package. A role describes a collection 
of tasks that constitute one component of a process, and would normally 
be performed by an individual. 

root cause A source of a defect such that if it is removed, the defect is decreased or 
removed. 

skills The behaviors that an individual must be able to perform in order to ac-
complish committed work. Skills may involve behaviors that directly ac-
complish the task or that provide the support of, or coordination with, oth-
ers involved in accomplishing tasks. 

staffing The process by which talent is recruited, selected, and transitioned into 
assignments in the organization. 

staged representa-
tion 

A capability maturity model structure wherein attaining the goals of a set 
of process areas establishes a maturity level; each level builds a founda-
tion for subsequent levels. (See also process area and maturity level.) 

stakeholder A group or individual that is affected by or is in some way accountable for 
the outcome of an undertaking. 

stated values A set of documented principles intended to guide behaviors or decisions 
about how the organization conducts its business, how it treats its work-
force, how it interacts with its environment, and other important issues. 

 

 

 

strategic workforce 
plan 

 

 

 

Identifies the current and future workforce competency needs of the or-
ganization, based on current and anticipated future developments in the 
business and its products, services, markets, technologies, and business 
processes. This plan integrates the planned development activities for the 
organization’s workforce competencies that are necessary to provide the 
needed competencies over time. The strategic workforce plan sets long-
term objectives for workforce activities at the organizational and unit lev-
els. 

strength Exemplary or noteworthy implementation of a People CMM model prac-
tice.  

subpractice An informative model component that provides guidance for interpreting 
and implementing a practice. Subpractices may be worded as if prescrip-
tive, but are actually menat only to provide ideas that may be useful for 
process improvement. Subpractices are the elements of a numbered prac-
tice in a process area that are elaborated to guide its effective implementa-
tion. Subpractices describe tasks or activities that may be included in im-
plementing the practice. Subpractices are provided for informational 
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purposes only (i.e., are informative model components), and are intended 
to provide clarification of the practice or ideas for guiding implementa-
tion. 
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subprocess A process that is part of a larger process. A subprocess can be decom-
posed into subprocesses and/or process elements. (See also process, proc-
ess description, and process element.) 

succession plans Plans produced for critical positions in the organization to ensure that in-
dividuals with the required knowledge, skills, and process abilities are 
always available to perform a position’s responsibilities. (See also critical 
positions.) 

supplier selection An appraisal mode of usage in which appraisal results are used as a high 
value discriminator to select suppliers. The results are used in characteriz-
ing the process-related risk of awarding a contract to a supplier. 

tailoring The activity of elaborating, adapting, or completing the details of a prac-
tice, process, or role for use in a particular situation or set of circum-
stances. See also appraisal tailoring. 

team The People CMM does not use the term team in order not to confuse the 
reader with the many meanings that have been attached to this word in the 
literature on team building. The People CMM uses the term workgroup 
and describes some workgroups as empowered workgroups. 

training Activities undertaken to ensure that all individuals have the knowledge 
and skills required to perform their assignments. 

 

 

turnover 

 

 

In a human capital context, the term turnover (or employee turnover) re-
fers to the loss (or attrition) of individuals from the organization. Some-
times turnover is addressed as the turnover rate, which is the characteristic 
of a given organization or industry which describes the rate at which the 
organization or industry gains and loses staff, typically expressed as the 
ratio of the number of individuals that left the organization in a given time 
period to the average number of individuals in the organization’s work-
force. Turnover is frequently categorized as either voluntary (such as per-
sonal choice, resignation to accept other employment, resignation for con-
tinued education, or retirement) or involuntary (such as termination for 
cause or a reduction in force). Voluntary turnover is frequently also re-
ferred to as attrition. 

unit A single, well-defined organizational component (e.g., a department, sec-
tion, or project) of an organization. The term unit is used to refer to any 
organizational entity that is accountable to a specified individual(s) (usu-
ally a manager) responsible for accomplishing a set of performance objec-
tives that can be met only through collective action. A workgroup may 
constitute the lowest-level unit, but the lowest-level units often consist of 
several workgroups. “Unit” is a recursive concept; units may be com-
posed from other units cascading down the organization. For instance, a 
division may be a unit consisting of departments, each of which may be a 
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unit consisting of programs, each of which may be a unit consisting of 
projects, and so on. 
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unit training needs The aggregated requirements for development of knowledge, skills, and 
process abilities among the individuals in a unit.  These are typically 
documented in the unit training plan. 

values Ideas held by individuals about ethical behavior or appropriate behavior, 
what is right or wrong, desirable or undesirable. 

verification-based 
appraisal 

An appraisal in which the focus of the appraisal team is on verifying the 
set of objective evidence provided by the appraised organization in ad-
vance of the appraisal, in order to reduce the amount of probing and dis-
covery of objective evidence during the appraisal on-site period. (See dis-
covery-based appraisal for contrast.) 

Verifying Implemen-
tation 

A category of institutionalization practices in a process area that describes 
the actions the organization must take to ensure that it is complying with 
its policies regarding workforce practices. Verifying Implementation typi-
cally involves ensuring that practices are being performed in compliance 
with policies, stated values, plans, laws, and regulations; and that execu-
tive management maintains awareness of the level of compliance. 

weakness The ineffective, or lack of, implementation of one or more People CMM 
model practices. 

work commitment An agreement concerning work to be accomplished. The commitment is 
made to the responsible individual for whom the work is being performed 
or to whom the result is being delivered. 

workforce The people an organization needs to perform its business activities. Used 
especially when workforce practices and activities are to be applied to the 
people in the organization collectively rather than as individuals. 

workforce activities Actions taken to implement a workforce practice. Therefore, workforce 
activities are what responsible individuals actually do when performing a 
workforce practice. These actions are taken by individuals, in workgroups 
or units, or by the organization to implement workforce practices. 

workforce capability The readiness or preparedness of an organization’s workforce to perform 
its business activities. Specifically, the level of knowledge, skills, and 
process abilities available to the organization in each critical workforce 
competency for performing committed work. The capacity of the work-
force for performing work or for achieving specified levels of perform-
ance. Workforce capability is often measured for each workforce compe-
tency. 

workforce compe-
tency 

The People CMM refers to workforce competencies as a cluster of knowl-
edge, skills, and process abilities that an individual should develop to per-
form a particular type of work in the organization. A workforce compe-
tency can be stated at a very abstract level, such as a workforce 
competency in software engineering, financial accounting, or technical 
writing. Workforce competencies can also be decomposed to more granu-
lar levels, such as competencies in designing avionics software, testing 
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switching-system software, managing accounts receivable, preparing con-
solidated corporate financial statements, or writing user manuals and 
training materials for reservation systems. 

workforce im-
provement activities 

Activities that improve the level of knowledge, skills, process abilities, 
motivation, and coordination of an organization’s workforce. 

workforce im-
provement proposal 

A documented suggestion for change to a workforce process or practice 
that will improve workforce capability and performance. 

workforce planning The process of matching workforce capability with business needs by 
planning the workforce activities required to meet current and future busi-
ness needs at both the organizational and unit levels. 

workforce practices Processes, procedures, or guidelines for implementing the organization’s 
workforce policies. Practices provide guidance for complying with the 
organization’s workforce policies. A workforce practice specifies docu-
mented procedures, guidelines, and content for performing workforce ac-
tivities in any people-related area (e.g., compensation, performance man-
agement, workgroup development, coaching). Workforce practices are 
typically documented and maintained by the human resources function or 
another appropriate group. 

workgroup A collection of people who work closely with each other on highly inter-
dependent tasks to achieve shared objectives. 

 

workgroup’s operat-
ing process 

 

All the tailored versions of competency-based processes, integrated com-
petency-based processes, and common workgroup methods and proce-
dures used by a workgroup. A workgroup’s operating processes at the 
Defined Level are composed from the collection of tailored competency-
based processes and common workgroup methods and procedures se-
lected for use in the workgroup. 

A workgroup’s operating processes at the Predictable Level are composed 
from the collection of tailored competency-based processes, integrated 
competency-based processes, and common workgroup methods and pro-
cedures selected for use in the workgroup. A workgroup’s operating proc-
esses at the Optimizing Level refer to all the tailored versions of compe-
tency-based processes, integrated competency-based processes, and 
common workgroup methods and procedures. 

The operating processes of workgroups may be slightly different based on 
their tailoring of competency-based processes, and each workgroup’s 
unique integration of the personal work processes of its members. 
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Appendix D: Practice-to-Goal Mappings for People CMM 
Process Areas 

Purpose 

This appendix describes the People CMM, the maturity levels, and the process areas that corre-
spond to each maturity level of the People CMM, and the goals and practices in each process area. 

Structure of the People CMM 

The People CMM consists of five maturity levels that lay successive foundations for continuously 
improving talent, developing an effective workforce, and successfully managing the human assets 
of the organization. Each maturity level is a well-defined evolutionary plateau that institutional-
izes a level of capability for developing the organization’s workforce. 

Each maturity level provides a layer in the foundation for continuous improvement of an organi-
zation’s workforce practices. In maturing from the Initial to the Managed Level, the organization 
installs the discipline of performing basic workforce practices. In maturing to the Defined Level, 
these practices are tailored to enhance the particular knowledge, skills, and work methods that 
best support the organization’s business. In maturing to the Predictable Level, the organization 
develops competency-based, high-performance empowered workgroups, and empirically evalu-
ates how effectively its workforce practices are meeting objectives. In maturing to the Optimizing 
Level, the organization looks continually for innovative ways to improve its workforce capability 
and to support the workforce in its pursuit of professional excellence. 

Process Areas 

Figure A.1 displays the twenty-two process areas in the five maturity levels in the People CMM. 
Each process area identifies a cluster of related activities that, when performed collectively, 
achieve a set of goals considered important for enhancing workforce capability. Process areas 
have been defined so that each resides at a single maturity level. 

Process areas identify both 

• the capabilities that must be institutionalized to achieve a maturity level and 

• the practices that an organization should implement to improve its workforce capability. 

The process areas at the Managed Level (Maturity Level 2) focus on instilling basic discipline into 
workforce activities. At Maturity Level 2, managers take responsibility for managing and devel-
oping their people. The process areas at Maturity Level 2 are Staffing, Communication and Coor-
dination, Work Environment, Performance Management, Training and Development, and Com-
pensation. 

The process areas at the Defined Level (Maturity Level 3) address issues surrounding the identifi-
cation of the organization’s primary competencies and aligning its people management activities 
with them. At Maturity Level 3, the organization identifies and develops the workforce competen-
cies required to accomplish its business strategy and objectives. The process areas at Maturity 
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Level 3 are Competency Analysis, Workforce Planning, Competency Development, Career De-
velopment, Competency-Based Practices, Workgroup Development, and Participatory Culture. 

The process areas at the Predictable Level (Maturity Level 4) focus on stabilizing predictable 
workforce capability. Opportunities enabled by developing workforce competencies are exploited. 
Workforce capability and performance become predictable through quantitative management. The 
process areas at Maturity Level 4 are Competency Integration, Empowered Workgroups, Compe-
tency-Based Assets, Quantitative Performance Management, Organizational Capability Manage-
ment, and Mentoring. 

The process areas at the Optimizing Level (Maturity Level 5) focus on continuous improvement 
of workforce capability and practices. These practices cover issues that address continuous im-
provement of methods for developing competency, at both the organizational and the individual 
level. The process areas at Maturity Level 5 are Continuous Capability Improvement, Organiza-
tional Performance Alignment, and Continuous Workforce Innovation. 
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Level 2 — Managed
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Training and Development
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Work Environment

Level 1—Initial

Participatory Culture
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Career Development
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Competency-Based Assets
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Organizational Performance Alignment
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align personal, workgroup,
and organizational capability

Empowered Workgroups
Competency Integration

Workgroup Development

Level 3 — Defined

Level 4 — Predictable
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Figure A.1: People CMM process areas 

Practices 

This appendix contains an abridged version of the People CMM practices, which provides a high-
level overview of the practices within each process area. This appendix contains the purpose of 
each process area, its goals, and the practice statements from the process area. These items are 
extracted verbatim from the detailed descriptions of each process area. 

Each process area lists the implementation practices mapped to their respective goals. Institution-
alization practices (i.e., Commitment to Perform, Ability to Perform, Measurement and Analysis, 
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and Verifying Implementation) are mapped to an institutionalization goal in each process area. 
Commitment to Perform typically involves establishing organizational policies, executive man-
agement sponsorship, and assigned responsibilities for advising on and coordinating the imple-
mentation of workforce practices. Ability to Perform typically involves resources, organizational 
structures, and preparation to perform the practices of the process area. Measurement and Analy-
sis typically involves measuring the status of the workforce practices performed, aggregating 
some measures from the unit to the organizational level, and evaluating the effectiveness of the 
workforce practices performed. Verifying Implementation typically involves ensuring that prac-
tices are being performed in compliance with policies, stated values, plans, laws, and regulations; 
and that executive management maintains awareness of the level of compliance. 

These practices must be in place to ensure that the process area is implemented appropriately and 
effectively, is solidly established, will be maintained and not erode over time, and can be applied 
effectively in future situations. To establish a process area appropriately, the full set of practices 
should be used. 
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Goal Mappings 

The following process area tables map the practices to the relevant process area goals in each of 
the twenty-two process areas in the People CMM. The goals of a process area summarize the 
states that must exist for that process area to have been implemented in an effective and lasting 
way. The extent to which the goals have been accomplished is an indicator of how much capabil-
ity the organization has established at that maturity level. The goals signify the scope, boundaries, 
and intent of each process area. 

These practice-to-goal mappings can be used for comprehending the structure of the model, for 
guiding the implementation of improvement activities, and for evaluating the satisfaction of goals 
during an appraisal. These mappings suggest of the strongest relationships between practices and 
goals. However, relationships may exist between practices and goals to which they are not 
mapped in these tables. SEI-authorized SCAMPI with People CMM Lead Appraisers must use 
their professional judgment in guiding appraisal team members to make appropriate mappings of 
practices to goals under the organizational circumstances being appraised. 
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Staffing 

The purpose of Staffing (STF) is to establish a formal process by which committed work is 
matched to unit resources and qualified individuals are recruited, selected, and transitioned into 
assignments. 
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Goal 1 Individuals or workgroups in each unit are involved in making 
commitments that balance the unit’s workload with approved 
staffing. 

P1 Responsible individuals plan and coordinate the staffing activities of 
their units in accordance with documented policies and procedures. 

P2 Each unit analyzes its proposed work to determine the effort and skills 
required. 

P3 Individuals and workgroups participate in making commitments for 
work they will be accountable for performing. 

P4 Each unit documents work commitments that balance its workload with 
available staff and other required resources. 

Goal 2 Candidates are recruited for open positions. 

P6 Position openings within a unit are analyzed, documented, and ap-
proved. 

P7 Position openings within the organization are widely communicated. 

P8 Units with open positions recruit for qualified individuals. 

P9 External recruiting activities by the organization are planned and coor-
dinated with unit requirements. 

Goal 3 Staffing decisions and work assignments are based on an as-
sessment of work qualifications and other valid criteria. 

P10 A selection process and appropriate selection criteria are defined for 
each open position. 

P11 Each unit, in conjunction with its human resources function, conducts 
a selection process for each position it intends to fill. 

P12 Positions are offered to the candidate whose skills and other qualifica-
tions best fit the open position. 

P15 Representative members of a unit participate in its staffing activities. 

Goal 4 Individuals are transitioned into and out of positions in an orderly 
way. 

P5 Individual work assignments are managed to balance committed work 
among individuals and units. 

P13 The organization acts in a timely manner to attract the selected candi-
date. 

P14 The selected candidate is transitioned into the new position. 

P16 Workforce reduction and other outplacement activities, when required, 
are conducted according to the organization’s policies and procedures.

P17 Discharges for unsatisfactory performance or other valid reasons are 
conducted according to the organization’s policies and procedures. 
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P18 Causes of voluntary resignation from the organization are identified 
and addressed. 

Goal 5 Staffing practices are institutionalized to ensure they are per-
formed as managed processes. 

CO1 The organization establishes and maintains a documented policy for 
conducting its Staffing activities. 

CO2 An organizational role(s) is assigned responsibility for assisting and 
advising units on Staffing activities and procedures. 

AB1 Within each unit, an individual(s) is assigned responsibility and author-
ity for ensuring that Staffing activities are performed. 

AB2 Adequate resources are provided for performing Staffing activities. 

AB3 Individuals performing Staffing activities receive the preparation in 
methods and procedures needed to perform their responsibilities. 

AB4 Individuals participating in Staffing activities receive appropriate orien-
tation in Staffing practices. 

ME1 Measurements are made and used to determine the status and per-
formance of Staffing activities. 

ME2 Unit measures of Staffing activities are collected and maintained. 

VE1 A responsible individual(s) verifies that Staffing activities are con-
ducted according to the organization’s documented policies, practices, 
procedures, and, where appropriate, plans; and addresses noncompli-
ance. 

VE2 Executive management periodically reviews the Staffing activities, 
status, and results; and resolves issues. 
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Communication and Coordination 

The purpose of Communication and Coordination (COM) is to establish timely communication 
throughout the organization and to ensure that the workforce has the skills to share information 
and coordinate activities efficiently. 
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Goal 1 Information is shared across the organization. 

P1 The workforce-related policies and practices of the organization are commu-
nicated to the workforce. 

P2 Information about organizational values, events, and conditions is communicated 
to the workforce on a periodic and event-driven basis. 

P3 Information required for performing committed work is shared across affected 
units in a timely manner. 

Goal 2 Individuals or groups are able to raise concerns and have them ad-
dressed by management. 

P4 Individuals’ opinions on their working conditions are sought on a periodic and 
event-driven basis. 

P5 Individuals or groups can raise concerns according to a documented proce-
dure. 

P6 Activities related to the resolution of a concern are tracked to closure. 

Goal 3 Individuals and workgroups coordinate their activities to accomplish 
committed work. 

P7 The interpersonal communication skills necessary to establish and maintain 
effective working relationships within and across workgroups are developed. 

P8 Interpersonal problems or conflicts that degrade the quality or effectiveness 
of working relationships are handled appropriately. 

P9 Individuals and workgroups coordinate their activities to accomplish commit-
ted work. 

P10 Individuals and workgroups monitor and coordinate the dependencies in-
volved in their committed work. 

P11 Meetings are conducted to make the most effective use of participants’ time. 

Goal 4 Communication and Coordination practices are institutionalized to en-
sure they are performed as managed processes. 

CO1 Executive management establishes and communicates a set of values for the 
organization regarding the development and management of its workforce. 

CO2 The organization establishes and maintains a documented policy for conduct-
ing its Communication and Coordination activities. 

CO3 An organizational role(s) is assigned responsibility for assisting and advising 
units on Communication and Coordination activities and procedures. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that Communication and Coordination activities are performed. 

AB2 Adequate resources are provided for performing Communication and Coordi-
nation activities. 

AB3 Individuals responsible for facilitating or improving Communication and Coor-
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dination activities receive the preparation needed to perform their responsi-
bilities. 

ME1 Measurements are made and used to determine the status and performance 
of Communication and Coordination activities. 

ME2 Unit measures of Communication and Coordination activities are collected 
and maintained. 

VE1 A responsible individual(s) verifies that the Communication and Coordination 
activities are conducted according to the organization’s documented policies, 
practices, procedures, and, where appropriate, plans; and addresses non-
compliance. 

VE2 Executive management periodically reviews the Communication and Coordi-
nation activities, status, and results; and resolves issues. 
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Work Environment 

The purpose of Work Environment (WE) is to establish and maintain physical working conditions 
and to provide resources that allow individuals and workgroups to perform their tasks efficiently 
without unnecessary distractions. 
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Goal 1 The physical environment and resources needed by the workforce to 
perform their assignments are made available. 

P1 The physical environment and resources required to perform committed work 
are identified in each unit. 

P2 The physical environment required to perform assigned work is provided. 

P3 Individual workspaces provide an adequate personal environment for per-
forming assigned work responsibilities. 

P4 The resources needed to accomplish committed work are made available in 
a timely manner. 

P5 Improvements are made to the work environment that improve work perform-
ance. 

Goal 2 Distractions in the work environment are minimized. 

P6 Environmental factors that degrade or endanger the health or safety of the 
workforce are identified and corrected. 

P7 Physical factors that degrade the effectiveness of the work environment are 
identified and addressed. 

P8 Sources of frequent interruption or distraction that degrade the effectiveness 
of the work environment are identified and minimized. 

Goal 3 Work Environment practices are institutionalized to ensure they are per-
formed as managed processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing its Work Environment activities. 

CO2 An organizational role(s) is assigned responsibility for assisting and advising 
units on work environment–related activities, and for assuming appropriate 
organizational responsibilities for the physical work environment and work 
resources. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that Work Environment activities are performed. 

AB2 Within prudent limits, adequate resources are provided for performing Work 
Environment activities, implementing the physical environment and resources 
necessary to perform assigned work, and making improvements to the work 
environment. 

AB3 The workforce receives the preparation needed to maintain an effective work 
environment. 

AB4 Those responsible for improving the work environment receive the prepara-
tion in relevant methods and procedures needed to perform their responsibili-
ties. 

ME1 Measurements are made and used to determine the status and performance 
of Work Environment activities. 
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ME2 Unit measures of Work Environment activities are collected and maintained. 

VE1 A responsible individual(s) verifies that Work Environment activities are con-
ducted according to the organization’s documented policies, practices, pro-
cedures, and, where appropriate, plans; and addresses noncompliance. 

VE2 Executive management periodically reviews the Work Environment activities, 
status, and results, including improvements to the work environment; and 
resolves issues. 
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Performance Management 

The purpose of Performance Management (PM) is to establish objectives related to committed 
work against which unit and individual performance can be measured, to discuss performance 
against these objectives, and to continuously enhance performance. Management 



 

546 | CMU/SEI-2009-TR-003 

Goal 1 Unit and individual performance objectives related to committed work 
are documented. 

P1 Measurable performance objectives based on committed work are estab-
lished for each unit. 

P2 The unit’s performance objectives are periodically reviewed as business con-
ditions or work commitments change, and, if necessary, they are revised. 

P4 Performance objectives based on committed work are documented for each 
individual on a periodic or event-driven basis. 

P5 Performance objectives for each individual are reviewed on a periodic or 
event-driven basis, and, if necessary, they are revised. 

Goal 2 The performance of committed work is regularly discussed to identify 
actions that can improve it. 

P3 Those accountable for the accomplishment of unit performance objectives 
track and manage unit performance. 

P6 Those responsible for performance management activities maintain ongoing 
communication about the performance of committed work with those whose 
performance they manage. 

P7 Those responsible for managing the performance of others maintain an 
awareness of accomplishments against performance objectives for each indi-
vidual whose performance they manage. 

P8 Potential improvements in process, tools, or resources, which could enhance 
an individual’s performance of committed work, are identified, and actions are 
taken to provide them. 

P9 The accomplishments of individuals against their performance objectives are 
documented and discussed on a periodic or event-driven basis according to a 
documented procedure. 

Goal 3 Performance problems are managed. 

P10 If performance problems occur, they are discussed with the appropriate indi-
vidual(s). 

P11 Performance improvement plans are developed for resolving persistent per-
formance problems according to a documented procedure. 

P12 Progress against a documented performance improvement plan is periodi-
cally evaluated, discussed, and documented. 

Goal 4 Outstanding performance is recognized or rewarded. 

P13 Guidelines for recognizing or rewarding outstanding performance are devel-
oped and communicated. 

P14 Recognition or rewards are made on an appropriate basis as events occur 
that justify special attention. 
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Goal 5 Performance Management practices are institutionalized to ensure they 
are performed as managed processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing its Performance Management activities. 

CO2 An organizational role(s) is assigned responsibility for assisting and advising 
units on Performance Management activities. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that Performance Management activities are performed. 

AB2 Adequate resources are provided for performing Performance Management 
activities. 

AB3 Individuals conducting Performance Management activities receive the prepa-
ration needed to perform their responsibilities. 

AB4 Individuals who participate in Performance Management activities receive 
appropriate orientation in Performance Management practices. 

ME1 Measurements are made and used to determine the status and performance 
of Performance Management activities. 

ME2 Unit measures of Performance Management activities are collected and main-
tained. 

VE1 A responsible individual(s) verifies that the Performance Management activi-
ties are conducted according to the organization’s documented policies, prac-
tices, procedures, and, where appropriate, plans; and addresses noncompli-
ance. 

VE2 Executive management periodically reviews the Performance Management 
activities, status, and results; and resolves issues. 
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Training and Development 

The purpose of Training and Development (TD) is to ensure that all individuals have the skills 
required to perform their assignments and are provided relevant development opportunities. 
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Goal 1 Individuals receive timely training that is needed to perform their as-
signments in accordance with the unit’s training plan. 

P1 In each unit, the critical skills required for performing each individual’s as-
signed tasks are identified. 

P2 Training needed in critical skills is identified for each individual. 

P3 Each unit develops and maintains a plan for satisfying its training needs. 

P4 Individuals or groups receive timely training needed to perform their assigned 
tasks. 

P5 Training is tracked against the unit’s training plan. 

Goal 2 Individuals capable of performing their assignments pursue develop-
ment opportunities that support their development objectives. 

P6 A development discussion is held periodically with each individual. 

P7 Relevant development opportunities are made available to support individu-
als in accomplishing their individual development objectives. 

P8 Individuals pursue development activities that support their individual devel-
opment objectives. 

Goal 3 Training and Development practices are institutionalized to ensure they 
are performed as managed processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing its Training and Development activities. 

CO2 An organizational role(s) is assigned responsibility for assisting and advising 
units on Training and Development activities and procedures. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that Training and Development activities are performed. 

AB2 Adequate resources are provided for performing Training and Development 
activities. 

AB3 Training time is made available to each individual according to the organiza-
tion’s training policy. 

AB4 Individuals performing Training and Development activities receive the prepa-
ration needed to perform their responsibilities. 

ME1 Measurements are made and used to determine the status and performance 
of Training and Development activities. 

ME2 Unit measures of Training and Development activities are collected and 
maintained. 

VE1 A responsible individual(s) verifies that Training and Development activities 
are conducted according to the organization’s documented policies, prac-
tices, procedures, and, where appropriate, plans; and addresses noncompli-
ance. 
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VE2 Executive management periodically reviews the Training and Development 
activities, status, and results; and resolves issues. 
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Compensation 

The purpose of Compensation (CMP) is to provide all individuals with remuneration and benefits 
based on their contribution and value to the organization. 
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Goal 1 Compensation strategies and activities are planned, executed, and 
communicated. 

P1 An organizational compensation strategy is developed. 

P2 The organization’s compensation strategy is periodically reviewed to deter-
mine whether it needs to be revised. 

P3 When appropriate, the workforce provides inputs for developing or revising 
components of the organization’s compensation strategy. 

P4 A documented compensation plan is prepared periodically for administering 
compensation activities needed to execute the compensation strategy. 

P6 The organization’s compensation strategy is communicated to the workforce. 

Goal 2 Compensation is equitable relative to skill, qualifications, and perform-
ance. 

P5 The compensation plan is designed to maintain equity in administering the 
compensation strategy. 

P10 Responsible individuals periodically review compensation packages for those 
whose compensation they administer to ensure they are equitable and con-
sistent with the organization’s compensation policy, strategy, and plan. 

P11 Action is taken to correct inequities in compensation or other deviations from 
the organization’s policy, strategy, and plan. 

Goal 3 Adjustments in compensation are made based on defined criteria. 

P7 Each individual’s compensation package is determined using a documented 
procedure that is consistent with the organization’s compensation policy, 
strategy, and plan. 

P8 Compensation adjustments are made based, in part, on each individual’s 
documented accomplishments against their performance objectives. 

P9 Decisions regarding an individual’s compensation package are communicated 
to the individual. 

Goal 4 Compensation practices are institutionalized to ensure they are per-
formed as managed processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing its Compensation activities. 

CO2 An organizational role(s) is assigned responsibility for performing or coordi-
nating Compensation practices at the organizational level and for assisting 
and advising units on Compensation activities. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that Compensation activities are performed. 

AB2 Adequate resources are provided for Compensation activities. 

AB3 Individuals performing Compensation activities receive the preparation 
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needed to perform their responsibilities. 

ME1 Measurements are made and used to determine the status and performance 
of Compensation activities. 

ME2 Unit measures of Compensation activities are collected and maintained. 

ME3 Aggregate trends in compensation activities and decisions are measured and 
reviewed on a recurring basis. 

VE1 A responsible individual(s) verifies that Compensation activities are con-
ducted according to the organization’s documented policies, practices, proce-
dures, and, where appropriate, plans; and addresses noncompliance. 

VE2 Executive management periodically reviews the Compensation activities, 
status, and results; and resolves issues. 
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Competency Analysis 

The purpose of Competency Analysis (CA) is to identify the knowledge, skills, and process abili-
ties required to perform the organization’s business activities so that they may be developed and 
used as a basis for workforce practices. A 
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Goal 1 The workforce competencies required to perform the organization’s 
business activities are defined and updated. 

P1 The workforce competencies required to perform the organization’s business 
activities are identified. 

P2 Each of the organization’s workforce competencies is analyzed to identify the 
knowledge, skills, and process abilities that compose it. 

P3 Workforce competency descriptions are documented and maintained accord-
ing to a documented procedure. 

P4 Workforce competency descriptions are updated on a periodic and event-
driven basis. 

Goal 2 The work processes used within each workforce competency are estab-
lished and maintained. 

P5 The competency-based processes to be performed by capable individuals in 
each workforce competency are established and maintained. 

P6 Information about the use of competency-based processes is captured and 
made available. 

Goal 3 The organization tracks its capability in each of its workforce compe-
tencies. 

P7 Competency information regarding the capabilities of individuals in their 
workforce competencies is collected and maintained according to a docu-
mented procedure. 

P8 Current resource profiles for each of the organization’s workforce competen-
cies are determined. 

P9 Competency information is updated on a periodic and event-driven basis. 

Goal 4 Competency Analysis practices are institutionalized to ensure they are 
performed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for con-
ducting its Competency Analysis activities. 

CO2 An organizational role(s) is assigned responsibility for coordinating Compe-
tency Analysis activities across the organization. 

AB1 A responsible individual(s) coordinates the Competency Analysis activities 
for defining, developing, and maintaining each workforce competency. 

AB2 Adequate resources are provided for performing Competency Analysis activi-
ties. 

AB3 Individuals performing Competency Analysis activities develop the knowl-
edge, skills, and process abilities needed to perform their responsibilities. 

AB4 The practices and procedures for performing Competency Analysis are de-
fined and documented. 
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ME1 Measurements are made and used to determine the status and performance 
of Competency Analysis activities within each unit and across the organiza-
tion. 

ME2 Measurements are made and used to determine the quality of workforce 
competency descriptions and competency information. 

VE1 A responsible individual(s) verifies that Competency Analysis activities are 
conducted according to the organization’s documented policies, practices, 
procedures, and, where appropriate, plans; and addresses noncompliance. 

VE2 Executive management periodically reviews the Competency Analysis activi-
ties, status, and results; and resolves issues. 

VE3 The definition and use of competency descriptions and competency informa-
tion are periodically audited for compliance with organizational policies. 
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Workforce Planning 

The purpose of Workforce Planning (WFP) is to coordinate workforce activities with current and 
future business needs at both the organizational and unit levels. 
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Goal 1 Measurable objectives for capability in each of the organization’s work-
force competencies are defined. 

P1 The current and strategic workforce needs of the organization are docu-
mented. 

P2 Measurable objectives are established for developing the organization’s ca-
pability in each of its selected workforce competencies. 

Goal 2 The organization plans for the workforce competencies needed to per-
form its current and future business activities. 

P3 A competency development plan is produced for each of the organization’s 
selected workforce competencies. 

P4 Competency development plans are reviewed and revised on a periodic and 
event-driven basis. 

P5 The organization establishes and maintains a strategic workforce plan to 
guide its workforce practices and activities. 

P8 The organization develops succession plans for its key positions. 

P9 The organization’s performance in meeting the objectives of its strategic 
workforce plan is tracked. 

P10 Progress in meeting the objectives of the competency development plan for 
each of the organization’s workforce competencies is tracked. 

Goal 3 Units perform planned workforce activities to satisfy current and stra-
tegic competency needs. 

P6 Units plan workforce activities to satisfy current and strategic competency 
needs. 

P7 Units review and revise plans for workforce activities on a periodic and event-
driven basis. 

P11 Each unit’s performance in conducting its planned workforce activities is 
tracked. 

Goal 4 Workforce Planning practices are institutionalized to ensure they are per-
formed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing its Workforce Planning activities. 

CO2 An organizational role(s) is assigned responsibility for coordinating Workforce 
Planning activities across the organization. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that Workforce Planning activities are performed. 

AB2 A responsible individual(s) coordinates the Workforce Planning activities for 
each workforce competency. 

AB3 Adequate resources are provided for performing Workforce Planning activi-
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ties. 

AB4 Individuals performing Workforce Planning activities develop the knowledge, 
skills, and process abilities needed to perform their responsibilities. 

AB5 The practices and procedures for performing workforce planning are defined 
and documented. 

ME1 Measurements are made and used to determine the status and performance 
of Workforce Planning activities. 

ME2 Unit measures of workforce planning are collected and aggregated at the 
organizational level. 

VE1 A responsible individual(s) verifies that Workforce Planning activities are 
conducted according to the organization’s documented policies, practices, 
procedures, and, where appropriate, plans; and addresses noncompliance. 

VE2 Executive management periodically reviews the Workforce Planning activi-
ties, status, and results; and resolves issues. 
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Competency Development 
The purpose of Competency Development (CD) is to enhance constantly the capability of the 
workforce to perform its assigned tasks and responsibilities.cy Development 
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Goal 1 The organization provides opportunities for individuals to develop their 
capabilities in its workforce competencies. 

P1 Competency Development activities are based on the competency develop-
ment plans within each workforce competency. 

P2 Graduated training and development activities are established and main-
tained for developing capability in each of the organization’s workforce com-
petencies. 

P3 The organization makes available descriptions of workforce competencies 
and information about development opportunities related to them. 

Goal 2 Individuals develop their knowledge, skills, and process abilities in the 
organization’s workforce competencies. 

P4 Competency-based training and development activities are identified for each 
individual to support their development objectives. 

P5 Individuals actively pursue learning opportunities to enhance their capabilities 
in the organization’s workforce competencies. 

Goal 3 The organization uses the capabilities of its workforce as resources for 
developing the workforce competencies of others. 

P6 Capable individuals within a competency community are used to mentor 
those with less capability in the competency. 

P7 The organization supports communication among those comprising a compe-
tency community. 

P8 Competency-based experience and information is captured and made avail-
able to those within a competency community. 

Goal 4 Competency Development practices are institutionalized to ensure they 
are performed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing its Competency Development activities to develop the core competencies 
required to perform its business processes. 

CO2 An organizational role(s) is assigned responsibility for coordinating Compe-
tency Development activities across the organization. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that Competency Development activities are performed. 

AB2 A responsible individual(s) coordinates the Competency Development activi-
ties for each workforce competency. 

AB3 Adequate resources are provided for performing the planned organization-
wide and unit-specific Competency Development activities. 

AB4 Individuals performing Competency Development activities develop the 
knowledge, skills, and process abilities needed to perform their responsibili-
ties. 
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AB5 Individuals who participate in Competency Development activities receive 
appropriate orientation in Competency Development practices. 

AB6 The practices and procedures for performing competency development are 
defined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of Competency Development activities within each unit and across the or-
ganization. 

ME2 Measurements are made and used to determine the quality of Competency 
Development activities. 

VE1 A responsible individual(s) verifies that Competency Development activities 
are conducted according to the organization’s documented policies, prac-
tices, procedures, and, where appropriate, plans; and addresses noncompli-
ance. 

VE2 Executive management periodically reviews the Competency Development 
activities, status, and results; and resolves issues. 

VE3 The definition and use of data on competency development are periodically 
audited for compliance with organizational policies. 
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Career Development 

The purpose of Career Development (CRD) is to ensure that individuals are provided opportuni-
ties to develop workforce competencies that enable them to achieve career objectives. 
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Goal 1 The organization offers career opportunities that provide growth in its 
workforce competencies. 

P1 The organization defines graduated career opportunities to support growth in 
the workforce competencies required to perform its business activities. 

P2 Career promotions are made in each area of graduated career opportunities 
based on documented criteria and procedures. 

P3 Graduated career opportunities and promotion criteria are periodically re-
viewed and updated. 

Goal 2 Individuals pursue career opportunities that increase the value of their 
knowledge, skills, and process abilities to the organization. 

P4 Affected individuals periodically evaluate their capabilities in the workforce 
competencies relevant to their career objectives. 

P5 Affected individuals create and maintain a personal development plan to 
guide their training and career options. 

P6 Career options and development in the organization’s workforce competen-
cies are discussed with affected individuals on a periodic or event-driven ba-
sis. 

P7 Affected individuals pursue training and development opportunities that en-
hance their career options and capabilities in the organization’s workforce 
competencies. 

P8 Individual development activities are tracked against personal development 
plans. 

Goal 3 Career Development practices are institutionalized to ensure they are 
performed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing its Career Development activities. 

CO2 An organizational role(s) is assigned responsibility for coordinating Career 
Development activities across the organization. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that members of the unit participate, as appropriate, in Career De-
velopment activities. 

AB2 A responsible individual(s) coordinates the Career Development activities for 
each workforce competency. 

AB3 Adequate resources are provided for implementing Career Development ac-
tivities. 

AB4 Individuals responsible for Career Development activities develop the knowl-
edge, skills, and process abilities needed to perform their responsibilities. 

AB5 Individuals who participate in Career Development activities receive appro-
priate orientation in career development opportunities and activities. 
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AB6 The practices and procedures for performing Career Development are de-
fined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of Career Development activities within each unit. 

ME2 Unit measures of Career Development status are collected and aggregated 
at the organizational level. 

ME3 Measurements are made and used to determine the effectiveness of Career 
Development activities. 

VE1 A responsible individual(s) verifies that Career Development activities are 
conducted according to the organization’s documented policies, practices, 
and procedures; and addresses noncompliance. 

VE2 Executive management periodically reviews the Career Development activi-
ties, status, and results; and resolves issues. 
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Competency-Based Practices 

The purpose of Competency-Based Practices (CBP) is to ensure that all workforce practices are 
based in part on developing the competencies of the workforce. -Based Practices 
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Goal 1 Workforce practices are focused on increasing the organization’s ca-
pability in its workforce competencies. 

P1 Recruiting activities are planned and executed to satisfy the organization’s 
requirements for workforce competencies. 

P2 Selection processes are enhanced to evaluate each candidate’s potential for 
contributing to organizational and unit objectives for capability in workforce 
competencies. 

P3 Staffing decisions are made, in part, to achieve the competency development 
objectives of the organization and the career objectives of qualified candi-
dates. 

P4 Transition activities provide orientation to workforce competencies. 

P14 As the definition or requirements of its workforce competencies change, the 
organization re-evaluates its workforce policies and practices and adjusts 
them, as needed. 

Goal 2 Workforce activities within units encourage and support individuals 
and workgroups in developing and applying the organization’s work-
force competencies. 

P5 Work assignments are designed, in part, to enhance personal and career 
development objectives. 

P6 Each unit documents performance objectives for developing workforce com-
petencies. 

P7 Each individual documents performance objectives for developing additional 
capability in the organization’s workforce competencies. 

P8 Ongoing discussions of work performance include feedback on an individ-
ual’s development and application of relevant workforce competencies. 

P9 Each individual’s performance is assessed, in part, against the objectives of 
his or her personal development plan. 

Goal 3 Compensation strategies and recognition and reward practices are de-
signed to encourage development and application of the organization’s 
workforce competencies. 

P10 The compensation strategy is established and maintained, in part, to in-
crease the organization’s capability in its workforce competencies. 

P11 Compensation practices are defined to support capability objectives within 
each workforce competency. 

P12 Adjustments to compensation are partly determined by each individual’s de-
velopment and application of relevant workforce competencies. 

P13 Recognition and rewards for developing or applying workforce competencies 
are provided, when appropriate, at the individual, workgroup, or unit levels. 

Goal 4 Competency-Based Practices are institutionalized to ensure they are 
performed as defined organizational processes. 
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CO1 Relevant organizational policies promote increased capability in the organiza-
tion’s workforce competencies. 

CO2 An organizational role(s) is assigned responsibility for coordinating adjust-
ments in workforce practices designed to increase the organization’s capabil-
ity in its workforce competencies. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that workforce practices and activities are designed to motivate in-
dividuals and workgroups to develop and apply workforce competencies. 

AB2 A responsible individual(s) coordinates the Competency-Based Practices and 
activities for each workforce competency. 

AB3 Adequate resources are provided for ensuring that workforce practices and 
activities are designed to increase the organization’s capability in its work-
force competencies. 

AB4 Those responsible for competency-based workforce activities develop the 
knowledge, skills, and process abilities needed to perform their responsibili-
ties. 

AB5 The practices and procedures for performing competency-based workforce 
practices are defined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of workforce practices to increase capability in the organization’s workforce 
competencies. 

ME2 Measurements are made and used to determine how effectively competency-
based workforce practices are increasing capability in the organization’s 
workforce competencies. 

VE1 A responsible individual(s) verifies that competency-based workforce prac-
tices are conducted according to documented policies, practices, procedures, 
and, where appropriate, plans; and addresses noncompliance. 

VE2 Executive management periodically reviews the activities implementing com-
petency-based workforce practices, their status and results, and resolves 
issues. 
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Workgroup Development 

The purpose of Workgroup Development (WGD) is to organize work around competency-based 
process abilities. 
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Goal 1 Workgroups are established to optimize the performance of interde-
pendent work. 

P1 The committed work within a unit is analyzed to identify its process depend-
encies. 

P2 Committed work is structured to optimize the coordination and performance 
of interdependent work within workgroups. 

P3 Each workgroup is formed to perform a defined set of business activities and 
to accomplish defined objectives. 

Goal 2 Workgroups tailor defined processes and roles for use in planning and 
performing their work. 

P4 Methods and procedures for performing common workgroup functions are 
defined and maintained for use by workgroups. 

P7 Workgroups tailor competency-based processes for performing their busi-
ness activities. 

P8 Roles for performing the workgroup’s operating processes are defined and 
allocated to individuals. 

P10 Workgroup members establish mechanisms for communicating information 
and coordinating dependencies among roles. 

P11 Skills needed to perform jointly as a workgroup using the workgroup’s operat-
ing processes are developed. 

P12 Workgroups that share dependencies define interfaces through which their 
activities and commitments are coordinated. 

Goal 3 Workgroup staffing activities focus on the assignment, development, 
and future deployment of the organization’s workforce competencies. 

P5 The competencies required to perform a workgroup’s business activities are 
identified. 

P6 Staffing processes are performed to ensure that workgroups are staffed with 
individuals whose competencies match those needed to perform the work-
group’s business activities. 

P14 Workgroups are disbanded through an orderly performance of workforce ac-
tivities. 

Goal 4 Workgroup performance is managed against documented objectives for 
committed work. 

P9 Workgroup activities and commitments are planned. 

P13 A responsible individual(s) tracks and manages workgroup performance. 

P15 When workgroups disband, their assets are captured for redeployment. 

Goal 5 Workgroup Development practices are institutionalized to ensure they 
are performed as defined organizational processes. 



 

571 | CMU/SEI-2009-TR-003 

CO1 The organization establishes and maintains a documented policy for conduct-
ing Workgroup Development activities. 

CO2 An organizational role(s) is assigned responsibility for coordinating Work-
group Development activities across the organization. 

CO3 Workgroup Development activities are incorporated into the organization’s 
strategic workforce plan and the planned workforce activities within units. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that members of the unit participate in Workgroup Development 
activities, as appropriate. 

AB2 Adequate resources are provided for performing Workgroup Development 
activities. 

AB3 Responsible individual(s) to whom the members of a workgroup are account-
able develop the knowledge, skills, and process abilities needed to manage 
workgroups. 

AB4 Workgroup members receive appropriate guidance or training in workgroup 
skills. 

AB5 The practices and procedures for performing Workgroup Development are 
defined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of Workgroup Development activities across the organization. 

ME2 Measures of workgroup development are collected and aggregated at the 
organizational level. 

ME3 Measurements are made and used to determine the effectiveness of Work-
group Development activities. 

VE1 A responsible individual(s) verifies that Workgroup Development activities are 
conducted according to documented policies, practices, procedures, and, 
where appropriate, plans; and addresses noncompliance. 

VE2 Executive management periodically reviews the Workgroup Development 
activities, status, and results; and resolves issues. 
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Participatory Culture 

The purpose of a Participatory Culture (PC) is to enable the workforce’s full capability for making 
decisions that affect the performance of business activities.ulture 
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Goal 1 Information about business activities and results is communicated 
throughout the organization. 

P1 Information about organizational and unit performance is made available to 
individuals and workgroups. 

P2 Individuals and workgroups are made aware of how their work performance 
contributes to unit and organizational performance. 

P3 Individuals and workgroups have access to information needed to perform 
their committed work. 

P4 Information and communication systems support the information needs of 
individuals and workgroups. 

Goal 2 Decisions are delegated to an appropriate level of the organization. 

P5 The structure of decision-making processes within the organization is ana-
lyzed. 

P6 Decision-making processes and roles are defined. 

P7 Responsibilities for decisions are delegated to appropriate levels and loca-
tions in the organization. 

P9 Decisions made by those empowered to make them are supported by others 
in the organization. 

Goal 3 Individuals and workgroups participate in structured decision-making 
processes. 

P8 Individuals and workgroups use defined decision-making processes. 

P10 Individuals and workgroups are involved in making decisions that affect their 
work. 

P11 Individuals and groups participate in decisions concerning their work envi-
ronments. 

P12 Defined mechanisms are used for resolving conflicts and disputes. 

Goal 4 Participatory Culture practices are institutionalized to ensure they are 
performed as defined organizational processes. 

CO1 The organization’s stated values encourage open communication and par-
ticipation in decision making by individuals and workgroups, when appropri-
ate. 

CO2 The organization establishes and maintains a documented policy for its ac-
tivities that supports the development of a participatory culture. 

CO3 An organizational role(s) is assigned responsibility for coordinating the or-
ganization’s activities for developing a participatory culture. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority to 
ensure that the performance of business and workforce activities within the 
unit contributes to developing a participatory culture. 
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AB2 Adequate resources are provided for performing activities that support devel-
opment of a participatory culture. 

AB3 Managers develop the knowledge, skills, and process abilities needed to per-
form their responsibilities regarding communication and participatory man-
agement. 

AB4 Individuals and groups who participate in Participatory Culture activities re-
ceive the preparation in problem-solving and decision-making processes, 
methods, and skills appropriate to the types of decisions they will participate 
in making. 

AB5 The practices and procedures for developing a participatory culture are de-
fined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of participatory activities and trends within the organization. 

ME2 Measurements are made and used to determine the effectiveness of the par-
ticipatory practices adopted in the organization. 

VE1 A responsible individual(s) verifies that communication and decision-making 
activities within the organization are conducted in an open and participative 
manner according to the organization’s values and policies; and addresses 
noncompliance. 

VE2 Executive management periodically reviews the level of participatory behav-
ior and resolves issues. 
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Competency Integration 

The purpose of Competency Integration (CI) is to improve the efficiency and agility of interde-
pendent work by integrating the process abilities of different workforce competencies. 
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Goal 1 The competency-based processes employed by different workforce 
competencies are integrated to improve the efficiency of interdependent 
work. 

P1 Business activities involving dependencies among multiple workforce compe-
tencies are identified. 

P2 Dependencies and interfaces among multiple workforce competencies are 
analyzed to identify opportunities for integrating their competency-based 
processes. 

P3 Integrated competency-based processes are defined and made available for 
use. 

P12 The performance of integrated competency-based processes is evaluated to 
identify needed adjustments and updates. 

Goal 2 Integrated competency-based processes are used in performing work 
that involves dependencies among several workforce competencies. 

P4 Work is designed to incorporate integrated competency-based processes, 
where appropriate. 

P6 Skills needed for performing integrated competency-based processes are 
developed. 

P10 Workgroups performing integrated competency-based processes tailor and 
use them for planning committed work. 

P11 Workgroups use integrated competency-based processes for work involving 
multiple workforce competencies. 

Goal 3 Workforce practices are designed to support multidisciplinary work. 

P5 Organizational structures support multidisciplinary work that integrates com-
petency-based processes. 

P7 The work environment supports work by individuals or workgroups using inte-
grated competency-based processes. 

P8 Workforce competency descriptions are revised to incorporate integrated 
competency-based processes. 

P9 Workforce practices and activities are defined and adjusted to support inte-
grated competency-based activities. 

Goal 4 Competency Integration practices are institutionalized to ensure they 
are performed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing Competency Integration activities. 

CO2 An organizational role(s) is assigned responsibility for coordinating Compe-
tency Integration activities across the organization. 

AB1 Within relevant organizational units or other entities, an individual(s) is as-
signed responsibility and authority for ensuring that Competency Integration 
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activities are performed. 

AB2 A responsible individual(s) coordinates the activities for defining, developing, 
and maintaining each integrated competency-based process. 

AB3 Adequate resources are provided for performing Competency Integration ac-
tivities. 

AB4 Those involved in defining integrated competency-based processes develop the 
knowledge, skills, and process abilities needed to perform process analysis and 
definition. 

AB5 Affected individuals and workgroups develop the knowledge, skills, and proc-
ess abilities needed to perform the integrated competency-based processes 
involved in their work. 

AB6 The practices and procedures for performing competency integration are de-
fined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of Competency Integration activities. 

ME2 Measurements are made and used to determine the effectiveness of Compe-
tency Integration activities. 

VE1 A responsible individual(s) verifies that the Competency Integration activities 
are conducted according to the organization’s documented policies, practices, 
procedures, and, where appropriate, plans; and addresses noncompliance. 

VE2 Executive management periodically reviews the Competency Integration ac-
tivities, status, and results; and resolves issues. 
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Empowered Workgroups 

The purpose of Empowered Workgroups (EWG) is to invest workgroups with the responsibility 
and authority to determine how to conduct their business activities most effectively. Work-
groups 
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Goal 1 Empowered workgroups are delegated responsibility and authority over 
their work processes. 

P1 Work responsibilities are designed to provide an empowered workgroup with 
optimal control over an integrated set of business activities. 

P2 Empowered workgroups are formed with a statement of their mission and 
authority for accomplishing it. 

P3 The individual(s) or organizational entity to which an empowered workgroup is 
accountable provides business objectives and negotiates responsibilities and 
commitments with the empowered workgroup. 

P4 Empowered workgroups are delegated the responsibility and authority to de-
termine the methods by which they will accomplish their committed work. 

P5 Empowered workgroups use appropriate methods for making decisions on 
their commitments and methods of operation. 

Goal 2 The organization’s workforce practices and activities encourage and 
support the development and performance of empowered workgroups. 

P6 The organization’s work environment supports the development and perform-
ance of empowered workgroups. 

P7 The organization’s workforce practices are tailored for use with empowered 
workgroups. 

P12 Adjustments to the compensation of members of empowered workgroups are 
based, in part, on issues related to workgroup performance. 

Goal 3 Empowered workgroups perform selected workforce practices inter-
nally. 

P8 Responsibility and authority for performing selected workforce activities is 
delegated to empowered workgroups. 

P9 Empowered workgroups tailor workforce activities delegated to them and plan 
for their adoption. 

P10 Empowered workgroups perform the workforce activities delegated to them. 

P11 Empowered workgroups participate in managing their performance. 

Goal 4 Empowered Workgroups practices are institutionalized to ensure they 
are performed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing Empowered Workgroups activities. 

CO2 An organizational role(s) is assigned responsibility for coordinating empow-
erment activities and tailoring workforce practices to support empowered 
workgroups. 

AB1 Each empowered workgroup has an individual(s) or organizational entity that 
is assigned responsibility as its sponsor and to whom it is accountable. 
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AB2 Adequate resources are provided for performing Empowered Workgroups 
activities. 

AB3 All affected parties develop the knowledge, skills, and process abilities 
needed to develop effective relationships with empowered workgroups. 

AB4 Individuals responsible for tailoring or administering workforce practices for 
empowered workgroups develop the knowledge, skills, and process abilities 
needed to perform their responsibilities. 

AB5 The practices and procedures for performing empowered workgroups are 
defined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of workforce practices for empowering workgroups. 

ME2 Measurements are made and used to determine the effectiveness of work-
force practices for empowering workgroups. 

VE1 A responsible individual(s) verifies that the organization’s workforce practices 
for empowering workgroups are conducted according to the organization’s 
documented policies, practices, procedures, and, where appropriate, plans; 
and addresses noncompliance. 

VE2 Executive management periodically reviews the organization’s Empowered 
Workgroups activities, status, and results; and resolves issues. 

VE3 The definition and use of empowered workgroup performance data are peri-
odically audited for compliance with organizational policies. 
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Competency-Based Assets 

The purpose of Competency-Based Assets (CBA) is to capture the knowledge, experience, and 
artifacts developed in performing competency-based processes for use in enhancing capability and 
performance. Assets 
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Goal 1 The knowledge, experience, and artifacts resulting from performing 
competency-based processes are developed into competency-based 
assets. 

P1 Individuals and workgroups capture and retain information and artifacts that 
emerge from performing competency-based processes. 

P2 Communication vehicles are established to support the sharing of compe-
tency-based information and artifacts within and among competency com-
munities. 

P3 A strategy for developing and deploying competency-based assets is created 
for each affected workforce competency. 

P4 Selected components of competency-based information and artifacts are or-
ganized into competency-based assets and made available for use. 

P5 Competency-based assets are updated to reflect periodic revisions in the 
knowledge, skills, and process abilities constituting workforce competencies. 

Goal 2 Competency-based assets are deployed and used. 

P6 Competency-based assets are integrated into competency-based processes 
and related technologies, as appropriate. 

P7 Individuals and workgroups use competency-based assets in performing their 
business activities. 

P8 Information resulting from the use of competency-based assets is captured 
and made available. 

Goal 3 Workforce practices and activities encourage and support the devel-
opment and use of competency-based assets. 

P9 Competency development activities incorporate competency-based assets. 

P10 Mentoring or coaching activities are organized to deploy competency-based 
assets. 

P11 Workforce practices and activities encourage and support the development 
and use of competency-based assets. 

P12 Compensation practices and activities are defined and performed to motivate 
the development and use of competency-based assets. 

Goal 4 Competency-Based Assets practices are institutionalized to ensure 
they are performed as defined organizational processes. 

CO1 The organization’s stated values encourage knowledge sharing between in-
dividuals and workgroups, when appropriate. 

CO2 The organization establishes and maintains a documented policy for develop-
ing and using competency-based assets. 

CO3 An organizational role(s) is assigned responsibility for coordinating across the 
organization the activities involved in capturing and reusing competency-
based assets. 
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AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that members of the unit participate in capturing and using compe-
tency-based assets, as appropriate. 

AB2 A responsible individual(s) coordinates the activities for capturing and using 
competency-based assets within each workforce competency. 

AB3 Adequate resources are provided for capturing and using competency-based 
assets. 

AB4 Those responsible for various tasks involved in developing and deploying the 
organization’s competency-based assets develop the knowledge, skills, and 
process abilities needed to perform their responsibilities. 

AB5 Individuals involved in capturing or using competency-based assets develop 
the knowledge, skills, and process abilities needed to perform their responsi-
bilities. 

AB6 The practices and procedures for capturing or using competency-based as-
sets are defined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of activities for contributing to and using competency-based assets. 

ME2 Measurements are made and used to determine the effectiveness of compe-
tency-based assets on improving competencies and performance. 

VE1 A responsible individual(s) verifies that the organization’s activities for devel-
oping and using competency-based assets are conducted according to the 
organization’s documented policies, practices, procedures, and, where ap-
propriate, plans; and addresses noncompliance. 

VE2 Executive management periodically reviews the Competency-Based Assets 
activities, status, and results; and resolves issues. 

VE3 The definition and use of competency-based assets measures and informa-
tion are periodically audited for compliance with organizational policies. 
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Quantitative Performance Management 

The purpose of Quantitative Performance Management (QPM) is to predict and manage the capa-
bility of competency-based processes for achieving measurable performance objectives.e Per-
formance Management 



 

585 | CMU/SEI-2009-TR-003 

Goal 1 Measurable performance objectives are established for competency-
based processes that most contribute to achieving performance objec-
tives. 

P1 The quantitative performance objectives required to achieve organizational 
business objectives are defined. 

P2 Each unit establishes measurable performance objectives whose achieve-
ment most contributes to organizational business objectives. 

P3 Individuals and workgroups establish measurable performance objectives for 
competency-based processes that most contribute to their achieving unit per-
formance objectives. 

Goal 2 The performance of competency-based processes is managed quantita-
tively. 

P4 Individuals and workgroups plan their committed work using process per-
formance baselines for competency-based processes. 

P5 Individuals and workgroups define quantitative methods for managing the 
competency-based processes that most contribute to achieving their per-
formance objectives. 

P6 Individuals and workgroups quantitatively manage the performance of the 
competency-based processes that most contribute to achieving their per-
formance objectives. 

P7 Individuals or workgroups take corrective actions when the performance of 
their competency-based processes differs from the quantitative results re-
quired to achieve their performance objectives. 

P8 Quantitative records of individual and workgroup performance are retained. 

P9 Where appropriate, quantitative performance results are used in performing 
workforce practices and activities. 

Goal 3 Quantitative Performance Management practices are institutionalized to 
ensure they are performed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing Quantitative Performance Management activities. 

CO2 An organizational role(s) is assigned responsibility for coordinating Quantita-
tive Performance Management activities across the organization. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that Quantitative Performance Management activities are per-
formed. 

AB2 Adequate resources are provided for performing Quantitative Performance 
Management activities. 

AB3 Individuals who participate in Quantitative Performance Management activi-
ties develop the knowledge, skills, and process abilities needed to perform 
their responsibilities. 
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AB4 The practices and procedures for performing quantitative performance man-
agement are defined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of the organization’s Quantitative Performance Management activities. 

ME2 Measurements are made and used to determine the effectiveness of Quanti-
tative Performance Management activities. 

VE1 A responsible individual(s) verifies that Quantitative Performance Management 
activities are conducted according to the organization’s documented policies, 
practices, procedures, and, where appropriate, plans; and addresses noncompli-
ance. 

VE2 Executive management periodically reviews the Quantitative Performance 
Management activities, status, and results; and resolves issues. 

VE3 The definition and use of performance measures at the individual, workgroup, 
and unit levels are periodically audited for compliance with the organization’s 
policies. 
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Organizational Capability Management 

The purpose of Organizational Capability Management (OCM) is to quantify and manage the ca-
pability of the workforce and of the critical competency-based processes it performs. Capability 
Management 
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Goal 1 Progress in developing the capability of critical workforce competen-
cies is managed quantitatively. 

P1 The organization identifies the workforce competencies that are critical to its 
business strategies and objectives. 

P2 The organization quantifies its capability in each of its critical workforce com-
petencies. 

P3 The organization’s capability in each of its critical workforce competencies is 
managed quantitatively. 

Goal 2 The impact of workforce practices and activities on progress in devel-
oping the capability of critical workforce competencies is evaluated and 
managed quantitatively. 

P4 Measurable objectives for contributing to capability growth in critical work-
force competencies are established for workforce practices and activities. 

P5 The organization quantitatively evaluates the impacts of workforce practices 
and activities on capability in each of its critical workforce competencies. 

P6 The impacts of workforce practices and activities on the organization’s capa-
bility in each of its critical workforce competencies are managed quantita-
tively. 

Goal 3 The capabilities of competency-based processes in critical workforce 
competencies are established and managed quantitatively. 

P7 Process performance baselines are developed and maintained for critical 
competency-based processes. 

P8 The capability of critical competency-based processes is managed quantita-
tively. 

P9 The organization uses its capability data and process performance baselines 
in developing quantitative models of performance. 

Goal 4 The impact of workforce practices and activities on the capabilities of 
competency-based processes in critical workforce competencies is 
evaluated and managed quantitatively. 

P10 The impact of workforce practices and activities on the capability and per-
formance of competency-based processes is evaluated and managed quanti-
tatively. 

P11 Evaluations of the impact of workforce practices and activities on the capabil-
ity and performance of competency-based processes are used in performing 
other business and workforce activities, as appropriate. 

Goal 5 Organizational Capability Management practices are institutionalized to 
ensure they are performed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
ing Organizational Capability Management activities. 

CO2 An organizational role(s) is assigned responsibility for coordinating Organiza-
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tional Capability Management activities across the organization. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring the unit’s involvement in Organizational Capability Management 
activities, as appropriate. 

AB2 A responsible individual(s) coordinates the quantitative capability manage-
ment activities within each critical workforce competency. 

AB3 Adequate resources are provided for performing Organizational Capability 
Management activities. 

AB4 Those responsible for Organizational Capability Management activities de-
velop the knowledge, skills, and process abilities needed to perform their re-
sponsibilities. 

AB5 Individuals who participate in Organizational Capability Management activi-
ties receive appropriate orientation in the purposes and methods for the or-
ganization’s quantitative capability management activities. 

AB6 The practices and procedures for performing organizational capability man-
agement are defined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of Organizational Capability Management activities. 

ME2 Measurements are made and used to determine the effectiveness of Organ-
izational Capability Management activities. 

VE1 A responsible individual(s) verifies that Organizational Capability Manage-
ment activities are conducted according to the organization’s documented 
policies, practices, procedures, and, where appropriate, plans; and ad-
dresses noncompliance. 

VE2 Executive management periodically reviews the Organizational Capability 
Management activities, status, and results; and resolves issues. 

VE3 The definition and use of measures at the individual, workgroup, and unit 
levels are periodically audited for compliance with organizational policies. 
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Mentoring 

The purpose of Mentoring (MTR) is to transfer the lessons of greater experience in a workforce 
competency to improve the capability of other individuals or workgroups. 
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Goal 1 Mentoring programs are established and maintained to accomplish de-
fined objectives. 

P1 Opportunities for using the experience of the workforce to improve perform-
ance or achieve other organizational objectives are identified. 

P2 The objectives and structure of each mentoring program are defined. 

P3 Each mentoring program is communicated to affected individuals and work-
groups. 

P8 Mentors support the development and improvement of competency-based 
assets. 

P10 The organization’s workforce practices sup-port Mentoring activities, as 
needed. 

Goal 2 Mentors provide guidance and support to individuals or workgroups. 

P4 Mentors are selected and matched with individuals or workgroups to be men-
tored. 

P5 Mentors and those they mentor establish a mentoring relationship. 

P6 Mentors assist individuals or workgroups in developing capability in work-
force competencies. 

P7 Mentoring relationships are reviewed to en-sure that they satisfy their in-
tended objectives. 

P9 Mentors participate in performance management and related workforce ac-
tivities, as appropriate. 

Goal 3 Mentoring practices are institutionalized to ensure they are performed 
as defined organizational processes. 

 CO1 The organization establishes and maintains a documented policy for conduct-
ing Mentoring activities. 

CO2 An organizational role(s) is assigned responsibility for coordinating Mentoring 
activities across the organization. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that members of the unit participate in Mentoring activities, as ap-
propriate. 

AB2 Adequate resources are provided for performing Mentoring activities. 

AB3 Individuals selected to act as mentors develop the knowledge, skills, and 
process abilities needed in relevant mentoring objectives, techniques, and 
skills to perform their responsibilities. 

AB4 Affected individuals receive appropriate orientation in Mentoring practices. 

AB5 The practices and procedures for performing mentoring are defined and 
documented. 

ME1 Measurements are made and used to determine the status and performance 
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of Mentoring activities. 

ME2 Measurements are made and used to determine the effectiveness of Mentor-
ing activities. 

VE1 A responsible individual(s) verifies that Mentoring activities are conducted 
according to the organization’s documented policies, practices, procedures, 
and, where appropriate, plans; and addresses noncompliance. 

VE2 Executive management periodically reviews Mentoring activities, status, and 
results; and resolves issues. 
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Continuous Capability Improvement 

The purpose of Continuous Capability Improvement (CCI) is to provide a foundation for indi-
viduals and workgroups to continuously improve their capability for performing competency-
based processes.y Improvement 



 

594 | CMU/SEI-2009-TR-003 

Goal 1 The organization establishes and maintains mechanisms for supporting 
continuous improvement of its competency-based processes. 

P1 Individuals and workgroups are empowered to continuously improve their 
capability for performing competency-based processes. 

P10 Within each critical workforce competency, capability objectives are defined 
for critical competency-based processes. 

P11 Within each critical workforce competency, capability objectives for compe-
tency-based processes are compared to process performance baselines to 
identify improvement objectives. 

P15 The organization’s workforce practices are adjusted, as needed, to accom-
modate continuous improvement activities by individuals and workgroups. 

Goal 2 Individuals continuously improve the capability of their personal work 
processes. 

P2 Individuals characterize the capability and performance of their personal work 
processes. 

P3 Individuals evaluate the capability of their personal work processes to identify 
opportunities for improvement. 

P4 Individuals establish measurable improvement objectives and plans for im-
proving the capability of their personal work processes. 

P5 Individuals continuously improve the capability and performance of their per-
sonal work processes. 

Goal 3 Workgroups continuously improve the capability of their workgroup’s 
operating processes. 

P6 Workgroups evaluate the capability and performance of their operating proc-
esses to identify opportunities for improvement. 

P7 Workgroups establish measurable objectives and plans for improving the 
capability of their operating processes. 

P8 Workgroups continuously improve their capability and performance. 

Goal 4 The capabilities of competency-based processes are continuously im-
proved. 

P9 Recommendations resulting from improvements in personal work processes 
or workgroup operating processes are reviewed to determine if they should 
be incorporated into competency-based processes. 

P12 Within affected workforce competencies, responsible individuals identify op-
portunities for improving the capability and performance of competency-
based processes. 

P13 Within selected workforce competencies, responsible individuals identify, 
evaluate, and select improvements to competency-based processes. 

P14 Selected improvement recommendations are incorporated into competency-
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based processes and made available for use. 

Goal 5 Continuous Capability Improvement practices are institutionalized to 
ensure they are performed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for continu-
ously improving individual and workgroup capability. 

CO2 An organizational role(s) is assigned responsibility for coordinating Continu-
ous Capability Improvement activities across the organization. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring that members of the unit participate in Continuous Capability Im-
provement activities, as appropriate. 

AB2 Within selected workforce competencies, responsible individual(s) coordinate 
activities to improve its competency-based processes. 

AB3 Adequate resources are provided for continuously improving individual and 
workgroup capabilities. 

AB4 Mentoring support is offered to improve the capability and performance of 
individuals and workgroups. 

AB5 Individuals and workgroups develop the knowledge, skills, and process abili-
ties needed to perform their responsibilities in applying techniques for con-
tinuously improving their capabilities. 

AB6 The practices and procedures for performing Continuous Competency Im-
provement are defined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of activities for Continuous Capability Improvement. 

ME2 Measurements are made and used to determine the effectiveness of activi-
ties for Continuous Capability Improvement. 

VE1 A responsible individual(s) verifies that the activities for Continuous Capabil-
ity Improvement are conducted according to the organization’s documented 
policies, practices, procedures, and, where appropriate, plans; and ad-
dresses noncompliance. 

VE2 Executive management periodically reviews the Continuous Capability Im-
provement activities, status, and results; and resolves issues. 
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Organizational Performance Alignment 

The purpose of Organizational Performance Alignment (OPA) is to enhance the alignment of per-
formance results across individuals, workgroups, and units with organizational performance and 
business objectives.l Performance Alignment 
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Goal 1 The alignment of performance among individuals, workgroups, units, 
and the organization is continuously improved. 

P1 Workgroups continuously improve the alignment of performance among indi-
viduals and across the workgroup. 

P2 Units align performance among individuals, workgroups, and other entities 
within the unit. 

P3 The organization aligns performance across units and with the organization’s 
business objectives. 

Goal 2 The impact of workforce practices and activities on aligning individual, 
workgroup, unit, and organizational performance is continuously im-
proved. 

P4 The impact of the organization’s workforce practices and activities on align-
ing performance is understood quantitatively. 

P5 The impact of workforce practices and activities on performance alignment is 
managed quantitatively. 

P6 Evaluations of the impact of workforce practices and activities on perform-
ance alignment are used in performing other business and workforce activi-
ties. 

Goal 3 Organizational Performance Alignment practices are institutionalized to 
ensure they are performed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for aligning 
performance across individuals, workgroups, units, and the organization. 

CO2 An organizational role(s) is assigned responsibility for coordinating perform-
ance alignment activities across the organization. 

AB1 Within each unit, an individual(s) is assigned responsibility and authority for 
ensuring the unit’s involvement in the organization’s performance alignment 
activities. 

AB2 Adequate resources are provided for performing Organizational Performance 
Alignment activities. 

AB3 Individuals performing Organizational Performance Alignment activities de-
velop the knowledge, skills, and process abilities needed to perform their re-
sponsibilities. 

AB4 Individuals and workgroups participating in Organizational Performance 
Alignment activities receive appropriate orientation in Organizational Per-
formance Alignment practices. 

AB5 The practices and procedures for performing Organizational Performance 
Alignment are defined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of the organization’s performance alignment activities. 

ME2 Measurements are made and used to determine the effectiveness of the or-
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ganization’s performance alignment activities. 

VE1 A responsible individual(s) verifies that the organization’s performance 
alignment activities are conducted according to the organization’s docu-
mented policies, practices, procedures, and, where appropriate, plans; and 
addresses noncompliance. 

VE2 Executive management periodically reviews the organization’s performance 
alignment activities, status, and results; and resolves issues. 

VE3 The definition and use of measures of individual, workgroup, unit, and organ-
izational performance are periodically audited for compliance with organiza-
tional policies. 
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Continuous Workforce Innovation 

The purpose of Continuous Workforce Innovation (CWI) is to identify and evaluate improved or 
innovative workforce practices and technologies, and implement the most promising ones 
throughout the organization. Innovation 
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Goal 1 The organization establishes and maintains mechanisms for supporting 
continuous improvement of its workforce practices and technologies. 

P1 The organization establishes a framework for continuously improving its 
workforce practices and activities. 

P2 Individuals and workgroups are empowered to continuously improve their 
performance of workforce activities. 

P3 A continuous improvement program is established to encourage individuals 
and workgroups to propose improvements to workforce practices and activi-
ties. 

P6 Quantitative objectives are established for improving the impact of workforce 
practices and activities. 

Goal 2 Innovative or improved workforce practices and technologies are iden-
tified and evaluated. 

P4 Workforce opinions about their working conditions are periodically evaluated 
to identify areas that would most benefit from innovative or improved prac-
tices. 

P5 Data regarding the impact of the organization’s workforce practices and ac-
tivities are analyzed to identify areas that would most benefit from innovative 
or improved practices. 

P7 The organization continuously investigates innovative workforce practices 
and technologies. 

P8 Innovative and improved workforce practices and technologies are evaluated 
and selected for implementation. 

P9 When appropriate, innovative or improved workforce practices or technolo-
gies are evaluated in trials to evaluate their benefits and most effective meth-
ods for implementation. 

Goal 3 Innovative or improved workforce practices and technologies are de-
ployed using orderly procedures. 

P10 The deployment of innovative or improved workforce practices or technolo-
gies is planned and prepared. 

P11 Innovative or improved workforce practices and technologies are imple-
mented according to their deployment plans. 

P12 The effectiveness and benefits of innovative or improved workforce practices 
and technologies are evaluated quantitatively. 

P13 The status and results of the organization’s Continuous Workforce Innovation 
activities are periodically reviewed and communicated across the organiza-
tion. 

Goal 4 Continuous Workforce Innovation practices are institutionalized to en-
sure they are performed as defined organizational processes. 

CO1 The organization establishes and maintains a documented policy for conduct-
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ing Continuous Workforce Innovation activities. 

CO2 An organizational role(s) is assigned responsibility for coordinating the con-
tinuous innovation and improvement of workforce practices across the or-
ganization. 

AB1 Within each unit, a responsible individual(s) coordinates actions regarding 
proposals for improving workforce practices and activities and manages de-
ployment of improvements or innovations. 

AB2 Adequate resources are provided for continuously improving workforce prac-
tices and activities. 

AB3 Those responsible for continuously innovating and improving workforce prac-
tices and activities develop the knowledge, skills, and process abilities 
needed to perform their responsibilities and to apply relevant evaluation 
methods and continuous improvement techniques. 

AB4 Individuals receive orientation or preparation in the innovative or improved 
workforce practices and technologies adopted by the organization. 

AB5 The practices and procedures for performing Continuous Workforce Innova-
tion are defined and documented. 

ME1 Measurements are made and used to determine the status and performance 
of activities for continuously innovating and improving workforce practices 
and activities. 

ME2 Measurements are made and used to determine the effectiveness of con-
tinuously innovating and improving workforce practices and technologies. 

VE1 A responsible individual(s) verifies that the activities for continuously innovat-
ing and improving workforce practices are conducted according to the or-
ganization’s documented policies, practices, procedures, and, where appro-
priate, plans; and addresses noncompliance. 

VE2 Executive management periodically reviews the Continuous Workforce Inno-
vation activities, status, and results; and resolves issues. 
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