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Abstract: For every organization that is managed and organized in accordance with guality management principles
and demands for continuous improvement, the key is measuring the organization maturity. the iSO 9004 Norm in
Annex 4 represenis the self-assessment tool which gives a comprehensive and systematic review of an organization's
activities and results due the 150 9004 Norm requirements. In that way it can be assured that a complete situation of
the organizaiion and level of maiurity are given. One of the key areas for measuring the organization's maturity is
measure of maturity managing processes and organizational process structure. Defining a maturity of business
processes in the organization is a way o measure a maturity managemeni processes. The purpose of this ariicle is lo
establish the connection between process maturily and organizational maturity in its function of sasfamab!'e
management and to compare process maturity models.

Keywords: maturity levels. organization maturity, process maturity, quality management. sustainable management, self
assessment models

1. INTRODUCTION

Business process management is a combination of managerial approach and appropriate technology with the
purpose of improving a company's performance. Business Process Management, BPM, is a systematic
approach of business improvement, which is based on formation, measurement, analysis, improvement and
management of processes. As a methodology, it relies on business approach of changes management in order
to improve business processes, and its final objective is to accomplish the organization’s overall business
objectives, where the changes include the total process life cycle: from defining and modelling to
performing, analysing and optimizing the processes. The objective of every organization is to reach the
highest maturity level which enables the organization’s continuous improvement and development.
Depending on the maturity level and the area where it is used, the approach consists of a certain number of
Process Areas that are to be improved in order to reach a certain maturity level. Each maturity level can be
divided into several areas of key processes that indicate those areas which an organization should focus on so
as to improve its process. Key process areas identify the problems that the organization has to face in order
to achieve a new maturity level. Each key process area represents numerous aclivities which, once they have
been completed, accomplish the objectives needed for improvement of process capability. The path towards
achieving these objectives in various key process areas can be different for each project, and they ultimately
have a direct impact on reaching the organization's objectives, or its maturity.
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2. ORGANIZATION MATURITY AND SUSTAINABLE MANAGEMENT IN THE
CONTEXT OF QUALITY MANAGEMENT

Latest revisions of [SO 9001 and ISO 9004 norms have had an influence on new consideration related to
quality management systems implementation, and their complementarity has determined the increasing need
for observing that cancept as a modern managing concept of integral management with the objective of
organization’s sustainable success. The text itself of the new revision of JSO 9004:2009 Norm at the end of
its preface, states that the managing with the purpose of achieving organization's sustainable success is the
main change in the norm, which has then influenced the significant changes in the norm structure and its
contents. The thing that still remains unaltered and that greatly affects the cancept and philosophy of quality
management includes basic principles and a demand for constant improvement with the condition of proving
the above mentioned. In such concept, the norms of class 10 present a huge help, together with the iSO
9004:2009 Norm and its Annex A, which provide the organization with self-assessment teol, assessment of
its strong and weak characteristics as well as the organization’s maturity level from the quality management
aspect.

2.1. Organization maturity in the context of quality management

Organization maturity can be observed through several aspects. This is usually during the phase of growth
process and company's developmeni. Many scientists researchers have depicted the maturity phase as the
phase of growth model (Mintzberg model, Miller-Frieser model, Kimberly-Milles model and Lippit-Smit
model) in the organization's lifespan, which is normally followed by activities decrease in the sense of
earnings and profit (see picture 1).
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Picture 1: The impact of organization’s maturity phase on company’s earnings and profit’

Besides the organization, maturily phase refers also to a lifespan of industry branch in the context of buyers
and competition which can be seen if we analyse picture 2. On pictures | and 2 we can notice that, in this
context, the organization’s growth and development are directly connected to a product, or the phase of
product’s lifespan,

* http://www kognosko.hr/?Nova/Alati i metode kontrolinea (accessed on 25/07/2013)

2




Development Growth phase Adjustment phase Maturity phase Falling phase

phase \
ol -

BUYERS A few: Eardy : Increasing users : Growing : ; Users satiety: : Sales decrease.
(CLIENTS) users trial 1 Products'services § selectivity: t! Relvingon § Falling
P T trial :‘ Purchase = :"’ regular buyers *'
: Competitors { The pumber : y Fight for : Exit of fewv
| enwrance { could bebigger { market share | cempetitors
I ] ] 1
: d !, Diffculisin |
: . I Fight for | Decreased price 1} b Sdlective sal
COMPETITION 4 Afes i S—y esales
£ competitors : distribution : : ! getting/taking :
' I market dhare 1
:' Noa- : Adjustment of : ! Erphssd :
i differentiated I weakest 1 Phl-ﬂl n )
1 seliicrs and 1 5 1 efficiency/low
N R + competitors ¢ aasis :
services

Picture 2 The model of industry branch lifespan’

In contrast to the maturity analysis as the growth and development phase of an eorganization or industry
branch, in quality management systems it is the maturity that corresponds to the degree of organization's
quality management, and that happens in the context of sustainable success and demands for constant
improvement. Therefore, Annex A provides a self-assessment tool, or self-assessment that provides the-
assessment of activities and level of organization’s quality management with the purpose of setting new
quality objeclives, or management in the context of constant improvement. The norm assesses the
organization maturity through analysis of efficacy and productivity (efficiency and effectiveness) that are
accomplished through®:

— understanding and meeting the needs and expectations of interested parties,

~ keeping track of changes within the organization,

~ identifying possible organization’s parts suitable for improvement and innovations,

- defining and implementing strategies and policies,

— selting and implementing relevant objectives,

— quality management of its processes and resources,

— trusting its people, with the purpose of increasing motivation, commitment and involvement, and

establishing mutually beneficial relations with suppliers and other partners.

2.2, Maturity model] and self-assessment tool

[SO 9004:2009 Norm provides an explanation of self-assessment procedure and determines it is a
comprehensive and systematic review of an organization’s activities and results compared to the ones that
are defined or set through particular norms and plans. In doing so, it is emphasized that self-assessment can
provide an overall view on organization’s performance as well as the maturity degree of organization
management system, This ensures identification of places and areas suitable for improvement and innovation
as well as determination of priorities for preventive and corrective actions. Qutput results of conducted self-

*B. Umihani¢, PhD: PPP predavanja Poduzemicki Menadzment_3 Modeli rasta brzorastucih preduzeca, Univerzitet u
Tuzli, Ekonomski fakultet, 2013
® EN ISO 9004:2009 Norm



assessment procedure are in fact high-qualily input data by the management, and hence they point to
strengths and weaknesses, and the maturity of organization management. Therefore, self-assessment during a
certain period can indicate the improvement trends or vice versa, and it can be of great assistance while
making quality decisions for sustainable management. Self-assessment procedure is conducted on two levels:

~ self-assessment of key elements — conducted mostly by the top management
- thorough self-assessment — conducted by operative management and process owners (managers).

Methodologically, the organization conducts a self-assessment procedure through a ‘step by step’ method,
which defines a volume, subject and the area of procedure implementation in the sense of seleciing certain
organization parts that are assessed and the self-assessment mode. Thus, the norm provides an example of
modes network diagram of final assessment of organization management system through the body items of
ISO 9004 Norm. For the further progress of this work, i1 is important to notice that the self-assessment model
and creation of organization’s maturity assessment includes an important feature of process maturity
assessment, or the organization’s process structure,

4 Management for
organization's
sustainable success

9 Improvements, - S Strategy and
innovations and policy
learning
—4—nchieved |
Achieved i

8 Monitoring, l Planned
measurement, - 6 Resow....
analysis and management '
reporting

7 Process

management

Picture 3 Result of final assessment of organization management system through body items of 1SO 9004 Norm.”

3, THE CONCEPT OF PROCESS MATURITY AND PROCESS MATURITY LEVEL

In compliance with the process maturing, there is also the concept of Process Maturity, which becomes
extremely important in accepting the process view by an organization.
— process maturity concept — assumes that the process has its own life cycle (it is estimated according
10 the degree on which process is explicitly defined, managed, measures and controlled)
— the concept offers a useful theoretical frame for directing the process improvement because it:
1. provides basis for comparing processes and organizations
2. recognizes progress of characteristics needed for good processes development
3. recognizes the need for applying different improvement strategies in difi shases of
process maturity.

TEN 1S0 9004:2009



There are more than 150 process maturity models (QMMG, CMM, Rummler Brache model, QUT's BPO
Maturity...)*

Organization’s entire capability or potential is included in maturity concept which is described by levels as
points of estimating a degree of organization’s efficiency within a certain time. Picture 2 shows maturity
levels as a sort of ‘evolution steps’ towards reaching a mature process where each level provides new
grounds for continuous process improvement. Maturity level includes a set of process objectives which, once
they have been achieved, determine an impertant component of software process. The reaching of each new
maturity level leads to a systematic increase of organization process success. First maturity level
characterization exisis o as 1o set the grounds for processes improvement comparison on higher maturity
levels. From the second to fifth maturity level there are levels described by numerous activities thal an
organization does in order to improve the software process. and any other process as well, and the activities
that are conducted within every project.
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Picture 4 Process improvement guidelines for process mamn"w systematic development’

Maturity levels represent an evolution path. Each maturity level contains key process areas that are
met by reaching the objectives described in key procedures, under procedures and examples. Besides the first
level, each maturity level can be classified into several key process areas which determine those areas which
an organization should focus on in order to improve its software process. Key process areas identify the
problems that the organization has to face in order to achieve a new maturity level. Each key process area
represents numerous activities which, once they have been completed, accomplish the objectives needed for
improvement of process capability. The path towards achieving these objectives in various key process areas
can be different for each project. Nevertheless, all key process areas objectives have to be achieved so that
the organization can achieve the adequate key process area. The adjective ‘key” implies there are processes
which are not crucial for reaching a certain maturity level. {n order to reach a certain maturity level, key
process areas have to be primarily achieved and satisfied. In order to reach a key process area, it is necessary
to achieve its respective objectives.'®

® Estimation of [S security programme maturity IS-a, available at:

http://www.fer.unize.hr/ download/repository/Case_Study COBIT_matirury.pdf (access date 16/05/2013)

= Spanyi, A. (2004), Towards Process Competence, BPM Group, http://www.spanyi.com (14.05.2012)

' Cindri¢ 1., (2009), Zrelost organizacije (CMMI Capability Maturity Model Integration), Magistra ladertina. Vol. 4,
No. 4, pages no.: 181-193, available a1 hup://hreak.srce.hr/file/78143, (accessed on 16/05/2013)
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4. PROCESS MATURITY MODELS COMPARISON

There are numerous critical atiributes when selecting the adequate model for estimating the level of process
maturity or competence. The selected model has to explicitly recognize that process competence on
organization level includes a balanced combination of improvement and management practice in big cross-
functional business processes, and the approach to business activities measuring in process times. Ideally, the
selected model should enable comparison of company's success to industrial standards for most of the key
business processes.

Table 1. Process maturity models comparison from the maturity level aspect

i na awareness about e
1 mutsal > complance mikiation ad hoc processes
processes
~ there is awareness about . i
2 repetitive design repeating defined processes
processes
moderately successful " -
3 defined b 3 implementation defining connected processes
process redesien projecis
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4 managed = K conirol TRNIZME integrated processes
redesign projects
s : " conlinuous rmanagement imoro = opiis
OPLUTILZE: 3 i Ve uTEm
g with individual processes » P &
a co ANV management as an
6 inlegrated i op ¥
integraled processes system

4.1. Generic process maturity model

The experts interested in estimating organization’s process direction which is moving towards process
competence, should estimate the process maturity model and learn based on the previous experiences.
Namely, during the concept popularify, many process maturity maodels have been developed. There are more
than 150 such models according to B. Champlin, the president of BPM Professionals Asscciation. B.

“hitps://www.google.hr/search?biw=1366& bih=649& g=process *maturity+level-S&bav=on 2.or.r qf. &bvin=bv.54176
721.d.bGE.pv.xjs.s.en US kb7X15Uspss. O&um=1&ie=UTF-
8&hl=hr&tbm=isch&source=og&sa=N&iab=wi&ei=wzFe Uv3TOMWS0QXLE4GYAQ#facre= &imedii= &imerc=A
SuNZhNns9YvTM%3A%3IBBOXzWzgNecAS6 nM%3Bhitp%253 A%252F %25 2Fwww.netways.com%2 52FMethodolog
yimages%252Fpicl.ipe%3iBhtip%6253A%252F%252Fwww.netways.com%2352FMethodologv%252FPages®%252FCM
MLaspx%%3B407%3B206 (16/05/2013)

2 Spanyi, A. (2004), Towards Process Competence, BPM Group, hitp://www.spanyi.com (14/05/2013)
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Champlin tried to identify the existing models, and he also developed his own Generic Process Maturity
Model, which is shown on picture 6.
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Picture 6 Generic matarity model™
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Champlin’s model consists of 6 process maturity levels, and he precisely specifies the process management
technique necessary to move to a higher category, such as basic managerial control, process defining,
process measuring, etc. Moreover, B. Champlin describes each ievel by philosophy and culture that are
dominant in an organization. The ultimate, desired point is presented by continuous improvement and
cooperative optimization.

4.2. BPO (Business Process Orientation) process maturity model

BPO measure instruments and maturity model can be useful tools that help estimate the organization’s
current position cn its way to process orientation, and develop a strategy for building a process integrated
company. The trends indicate that the next step in organization design will be a shallow process-oriented
structure. Despite that, a conventional control method and ingrained paradigms will not be able to manage
these structures. Their implementation is not a short-term or ad hoc process, but it demands the organization
to mature gradually so as to be able to increasc freedom degrees and decentralize decision making, while it
still keeps the control over process. Development and operationalization of process orientation estimation
models can significantly contribute to the shift of process approach through the ofter of theoretical frames
for better understanding of business process reengineering efforts and business process management.
Organization’s business orientation can be characterized on different levels. There are numerous motives for
achieving a higher process orientation degree. For instance, it enables a better focus on consumers and the
knowledge about how consumers evaluate product value, or a befler cooperation between organization
members. Process orientation also provides an opportunity to influence the processing time and product
quality with the purpose of producing a more atiractive product for a consumer, in a faster and more quality
way. Generally, it can be said there are three different approaches to usage, or the presence of process
orientation:

1. process approach usage. Process approach can be used as methodology for improving an individual
process, which results in insignificant impact on culture, organization, its roles and responsibility
areas. Process approach can be used for quality insurance or for culture change towards an increased
orientation on consumers within the organization, which has impact on roles and responsibility areas
but in a limited manner. The process organization level is also limited.

tp://vowww.cam-i.or MA A5 2007 CAMI Business Transformation 10232007.pdf (14/05/2013)




2. establishment of process organization or structure for process management. The management gives
an important place to organization processes which results in a moderate, and sometimes even big
impact on structure, roles and responsibility areas. Process orientation level can be significant.

3. establishment of process organization structure. Organization is managed through processes. This
pattern results in Pure process structure and a complete process orientation.

4. I is visible from this classification that the processes are increasingly seen as assets which require
investment and development as they mature.

4.3. BPO maturity model and its phases

Development and operationalization of process orientation estimation models can significantly contribute to
the shift of process approach through the offer of theorefical frames for better understanding of business
process reengineering efforts and business process management. Organization’s business orientation can be
characterized on different levels. There are numerous motives for achieving a higher process orientation
degree. For instance, it enables a better focus on consumers and the knowledge about how consumers
evaluate product value, or a beiter cooperation between organization members. Patierns and phases of
process orientation evolution:

Ad hoc processes: Processes are unstructured and badly defined. Process measures are not present, while
workplaces and organization structures are based on ftraditional functions. Defined processes: Main
processes are defined and documented in process folders. Changes in these processes have fo go through
formal procedures, Workplaces and organization structures include the process aspect, but in their basis they
are still of functional nature. Connected processes: Managers introduce a process management with
strategic surroundings and results. Widely defined process workplaces and structures are present out of the
traditional functions.

Integrated processes: organization structures and workplaces are based on processes, whereas traditional
functions start being equal or subordinate to processes. Process measures and process managerijal systems are
deeply present in the organization.'
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Picture 7 BPO maturity model and ifs phases'®

" Hernaus T. (2006), Transformacija klasiéne organizacije u organizaciju orijentiranu na poslovie procese, magistarski
rad, Ekonomski fakultet sveuéilista u Zagrebu, pages 136-137,
hitp://web.efze hr/dok//OIM/thernaus//HERN A US%20%20 Transformacija%20klasicne%200organizaciie%20u%200rea

"* Hernaus, T, (ak.god 2012./2013.), Promjena poslovnih procesa, Sveuilidte u Zagrebu, Ekonomski fakultet, available
at: hitp://web.cfze. br/dok/OIM/thernaus/TEMA%206.%20Promjena%?20poslovnih%620procesa.pdf (accessed on
15/05/2013)

** McCormack. K. (2000), Benchmarking using the BPO Maturity Model
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4.4. System maturity model - CMM (Capability Maturity Model)

System maturity model or Capability Maturity Model — CMM, is normally used for the purpose of keeping
track and estimating the stages of development cycles in big and complex projects. Originally, the maturity
model appeared in the mid eighties of the last century, and its purpose was to improve programme support
development process. Jts typical application is also in computerization processes such as various e-
Government projects. However, further development provided the approach with a more universal shape and
its application became possible in hardware indusiry, service industries, and nowadays, it is pessible to apply
itin any industry as well "7

4.4.1. CMM advantages

The main CMM advantage is reflected in the fact that its model is compatible with other renowned standards
and quality management models, such as 1SO standard, Six Sigma, Agil and Lean. The largest number of
parallels has been drawn between CMM and [SO 9000 standard series, hence the generally accepted
conclusion is that the standards have big simijarities and they mutually upgrade. Another CMM model
advantage is that it can be applied to a project, business unit or the whele organization, so the organization
itself can choose 10 which limit it wants to improve its business. CMM methodology still has the largest
application in [T industry. More than 75% of organizations that have been estimated to work by a CMM
maturity level are situated in the United States of America, India, China and Japan, and the number of
companies that imanage their business according to CMM and that do business on the highest level, is the
fastest growing in India. Also, the tendency of further expansion has been recognized in the countries of Far
East, and Europe as well, especially in Scandinavian countries, Germany and Ireland."

4.4.2. CMM drawbacks

Very few KPA addresses have evolved the results of attached artefacts engineering (use case model, model]
design, original code) which grasps the real project objective. Also, the emphasis is not on the process design
planning, process assessment or process implementation, or any other indicators that should be crucial for a
project's success. CMM is overrated for control, inspection and traditional methods of quality insurance
policy. Although manual control inspection can sometimes detect 60% of mistakes, it can rarely detect
architecturally significant drawbacks which manage the projects with the help of most conventional software
types. Secondly, most of CMM implementation leads an organization into producing more documents, more
control points, more artefacts, more traceability and more plans. Further, abundant documentation, more
detailed information and longer meetings lead to progress. These details face us with primary techniques for
programme economy improvement and they decrease the complexity of human resources quantities. In
reality, a wide-spread belief is that ‘more artefacts and more precise artefacts correlation to a higher
progress’ is not a CMM'’s mistake, however CMM dces not motivate organizations to act differently, to be
better. Another problem is a precise measurement of organization’s current maturity level, CMM takes an
activity-based approach to maturity measurement:

¢ [f you conduct the basic sel of project activities, you are on leve] 2,
* Ifyou conduct the prescribed set of activities as an organization, you are on level 3, etc.

Nothing depicts the quantity of these activities as long as you deliver the intended results. If you can improve
any of the items, then you are on level 3, The improvement of more dimensions leads to a higher level. In
reality, none of the base activities allows resulis management as long as it is sufficient. We have to combine
these two approaches in order 1o determine a precise maturity. In standard practice, we often see that
organizations define their processes strictly by CMM traceability, so that they have a clear map for

hitp:/fwww.soogle hrfurl ?sa=t& rer=i& g=& esrc=s& source=web&cd= 1 & ved=0CC8QFj A A& url=htip%63 A%2F%2F ww
w.drkresearch.org%2F Publications%2FDownload%2FBPO benchmarking article.doc&ei=fVIeUpndlsi34AS514DOB
Q&use=AFQICNHAMmWB2VsV2rBNpCof94voe ARGIAQ&bvm=bv.54176721 .d bGE (accessed on 10/09/2013)

"7 )TSM Partner; Metodologija, prakse i standardi CMM, available at http:/‘www.itsm hr/itil-itsm-
metodologija/metodologija-cmm.php (accessed on 15/05.2013)

' Markovi¢, Z.,CMMI- Capability Marurity Model Integration — Kvaliter. available at:
hitp://www kvalitet.org.rs/standardi/emmi (accessed on 15/05/2013)
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assessment. Managing the waterfall model requirements practically leads an organization along similar
paths, it is based exclusively on traceability, and required specifications for elements designing, which is
more important for design quality measurement than for meeting users’ needs. Organizations care about real
improvement — compared to just adopting a revision, they focus on reaching process levels that produce
improved business results. A complete estimation frame should also measure a real improvement of project
implementation, dimensions like estimated time of launching on the market, it should determine the final
price and foresee the product quality. Software development standard (RUP or ISO 12207) which is broadly
designed to help organizations decide how and what to produce, can set the grounds for precise estimations.
Unfortunately, the practice in many organizations is that they apply CMM as a development standard and an
estimation standard."

5.4.3. CMMI - Capability Maturity Model Integration

Moreover, within the approach, certain areas have been developed to which the approach was adjusted, so
today we differentiate:

I. products and services development — CMMI for Development (CMMI-DEV),

2. establishing, managing and providing services ~ CMMI for Services (CMMI-SVC),

3. products and services acquisition — CMMI for Acquisition (CMMI-ACQ).

CMMI is based on process improvement model within the organization so as to reach a certain process
maturity level. There are 5 process maturity levels within the approach:

1. Initial — processes are unstable, unpredictable and badly controlled,
Managed — pracesses are defined, controlled and measurable on the level of organization project,
Defined — processes are defined and established on the Jevel of entire organization,
Quantitatively managed — processes are measurable and controlled on the level of entire
organization,
5. Optimizing — directed towards process improvement.””

S

The goal of model development was to increase development quality, or the appropriate encouragement for
the organization so that it transforms its own business processes from unregulated to mature processes that
are being continuously improved. Keeping track of maturity stages is conducted for a process that consists of
numerous process areas that can be on different maturity levels, therefore we distinguish between a phase
and continuous maturity leve).

- Phase model means that all process areas have to be at the same maturity level so that the process
could move on to the next level.

— Continuous model- certain process areas can have different maturity levels, so the priorities can be
set on reaching the maturity of particular process areas.

System Security Engineering Capability Maturity Model - SSE CMM, has played an important role in
connecting security engineering concepts, following the example of system engineering. From the viewpoint
of maturity models, the thing that connects system engineering maturity models and system security
engineering, are the project and organizational practices of process maturity. The main idea of SSE CMM
maodel, or the ISO/IEC 21827 Norm, is in fact the integration of security life cycle into a system life cycle,
which largely facilitates certification and accreditation proceedings, or the information assurance — IA. SSE
CMM madel enables reaching of several important objectives of security engineering:

I.  process improvement by using this tool for security practice evaluation and orientation towards
impravements;

2. providing organization trust based on evaluation;

risk management based on measurement mechanisms and keeping track of organization capabilities;

4. estimation of security engineering service provider capabilities.

ad

" Fertalj, K., FER, Usporedba koncepata i metoda koje se koriste u podru¢jiima upravljanja informacijskim sustavima i
upravljanja informacijskom sigurnoséu, available at:

hp:/fwww zpr. fer.hr/zpr/Portals/0/Predmeti/ULS/K oncepti%20i%20metode%20upravljanja%201S.pdf (accessed on
15/05/2013)

% Markovi¢, Z.,CMMI- Capability Maturity Mode! Integration — Kvalitet, available at:

http://www kvalitet.org.rs/standardi/cmmi (accessed on 15/05/2013)
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In so doing, certificalion is a method of checking and confirming the compliance of a gadget or system with
the specified demands (for instance norms or determined security policy), and, in the area of information
system security, it usually presents a step before accreditation. Accreditation is normally a procedure of
approving the organization’s work or

1. products and services development - CMMI for Development (CMMI-DEV),
2. establishing, managing and providing services — CMMI for Services (CMMI-SVC),
3. products and services acquisition — CMM] for Acquisition (CMMI-ACQ).

All three above mentioned approach areas have 16 Process Areas in commen, and depending on the
approach type, the number of Process Areas moves from 20-25. Process Areas are also classified according
lo the category they belong to (project management, process management, support, engineering). Each
process area consists of individual objectives and practices, which are thoroughly described and have to be
met, so that the Process Area could be considered achieved. Objectives and practices are divided into:

1. generic objectives and practices — objectives and practices set that are the same for all Process Areas,
2. specific objectives and practices — each process area has its own individual objectives and practices
set.

The same as in applying other standards and approaches, CMMI prescribes specific objectives and practices
that have to be fulfilied with the purpose of reaching a maturity level. The organization alone chooses the
method by which it will achieve these objectives and practices.

4.5. Rummler-Brache process maturity method

[n the early nineties of the last century, the movement of process improvement or business process
reengineering produced several maturity models as well. One of the showcase models is the one developed
by Rummler-Brache group. The model is based on 6 process maturity levels, while the biggest distinction
has been made between the fifth level. This level continucusly, but individually manages also the sixth level
processes, and the sixth level represents a company management as an integrated process system. '

Oy Q90—

therc is no ey moderately highly conlinuous company
awareness g ::omu:‘::f suecessful e SRR munageme munagement
about the el Gr process 3 nl with as an
need for husiness ! redfsign PR individual integrated
business process projects o e Processes PrOCCeSsSes
process  orientation the whle sysiem
orientation but there are | | organization

little process |

redesign 1N .

projects ' : .

Picture 8 Rummler-Brache- process maturity modet”’

4.6. QMMG process maturity model

The quality movement in the 1970s and 1980s resulted in many maturity models, and it can be said that it
actually introduced these kinds of instruments into the business world through the front door. Crosby’s
Quality Management Maturity Grid — QMMG, is the most referential one from that area. His model
recognizes the importance of support to the management, it includes the need for cross-functional

e Spanyi, A. {2004), Towards Process Competence, BPM Group, hitp://www.spanyi.com (15/05/2013)
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cooperation and it tries to quantify the successfulness based on the ‘quality cost’ which is measured by sales
percentage.” It consists of 5 levels (table 2):

uncertainty,
awakening,
enlightenment,
wisdom,
certainty

QMMG is an organization's maturity matrix which was firstly published in the book ‘Quality is Free’ in
1979. QMMG uses a company or organization as a measure for the maturity level to which he led his
processes and how well they are integrated into their own culture, taking info consideration services and

products of quality management.

Quallty Management Maturity Grid (Crosny Assessor Depaniment
leasurement Categoties |Slage 1: Uncarafaty  |Stage 2: Awakening | Stage 3: Enlightenment |Stage 4: Wisdom Stage 5: Certalnty
Management Mo comprehension of Recognising that quafity [While going through Panicipating. Understand |Consider qualily
understanding and qualty as a gement gement may be of  |qualty improvemant absolules of quality management as an
attitude tool Tend to blame value but not willng to |programme leam mora |management Recognise |essential part of company

quality department for provide money or lime to  |about quality their parsonal role in syslem

“quality problems”. make it ail happ manag b g |continuing emphasis

supportve and
[] [ nelpiut i []

Quality organisation  [Quality 15 hidden in A stronger quality leader  |Quality department Quality mansgef is an  |Quality mansget on board
status manufacturing or is appointed but man teports (o lop officer of company, of directors. Prevention is

engineenng depanments. |amphasis is still on management, all effective status repomting [main concem Quality 13

Inspection probably not  |appraisal and moving the |appraisal is incorporated |and preventve action 2 thought leader.

part of argamsation, product. Still pant of and manager has role n  |imvolved with customer

|Emphasis on appraisal  |manufactunng or othes  |management of company [affairs and special

ardd goning [_ [_ [__ assignments. | l_
Pioblem handling Problems are fought as  |Teams are set up 1o Corrective action Problems are identiied  |Excep in the mosl

|they occur. no resolution; |attack major problems.  [communication tearly |n ther development. lunusual cases. problems

.

[_

-

inadequate defintion; lots |Long-range solutions are |established. Problems are}Ali functions are open lo  |are prevented.
of yelling and not solicited faced opanly and resolved |suggestion and
accusations. [_. in an orderty way. [_ improvement. '_ ]_
Cost of quality as % of |Reported Unknown Reponted 3% Reported: 8% Reported 6.5% Reported. 2.5%
sales Actual: 20% ]_ Aclual, 18% [_ Actual 12% I_ Actual: 8% l_ Actual: 2 5% r—
Quality improvemant | No orgarised actiatios.  [Trying obvous Implementation of & multi- |Continuing the multi-step |Quality improvement 13 3
actions Mo understanding of such [“motrational” shod-range |step programme (e.g programme and slating  |normal and continued
actvitias sffonts. Crosby's 14-step) with  |other pro-active / actiaty,
thoreugh understanding  |preventve product quality
and establishment of Imtiativas.
I_ each step. [— E r
Summary of company |"We don’ know why we |75 it absahutely “Through management  |"Defect preventionis 3 |"We know why we do not
quality posture have problems with necessary to always have [commitment and quaiity  |routine part of our have probiems with
quality™, peobiemns with qualty?  [improvement we are operation quality *
idenlitying and resoling
our problems.”

~

* Hernavs T. (ak.god.2012./2013.), Promjena poslovnih procesa, Sveudilidte u Zagrebu, Ekonomski fakultet, available
at: http://web.efze hr/dok/OIM/thernaus/ TEMA%206.%20Promjena%20poslovnih®e20procesa.pdf (accessed on

15/05/2013)
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Table 9 Quality Management Maturity Grid (QMMG™)

4.7. BPM process maturity model

Another valuable model is the one developed by M. Rosemann and his BPM research group at Queensland
University of Technology in Australia. The actions directed towards arranging business processes are not the
same in all organizations, but they depend on the current arrangement situation and the improvement level
which can be reached with the acceptable investment level. Real actions are easier to be designed if specific
decisions are based on general models, which help to explain the dependency between the current sitvation
and the actions that will lead to a desired situation of process arrangement. When making such decisions, the
Business Process Maturity Model-BPMM can help, which is shown on the picture:

gg ,{h gg,vsharmg com/aw gé9?3545 himl_ (15/05/2013)
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The model speaks about five maturity levels. The lowest level, or shortly ‘Presence’, denotes the
organijzation’s state when business processes exist but they are nat arranged or sufficiently documented. The
highest, fifih level, is the organization’s state in which all business activities are conducted through
optimized and thoroughly defined business processes, which result in products or services of required quality
and they are supported by modern ICT.*

5. CONCLUSION

When selecting an adequate model for estimation of process maturity or competence level, there are
numerous critical attributes. The chosen model has to understand that process competence is completely
connected to successfulness. In the situafion when the leaders do not understand in the same way
organization business processes and when business processes are not regularly measured, it is almost
impossible to manage them. Process defining and process mcasurement is important, but it is not sufficient
for ensuring successfulness improvement. Estimation of the needs for process competences has to emphasize
the level to which a company’s business processes will be defined, measured. improved and managed. The
chosen model has to explicitly recognize that process competence on organization fevel includes a balanced
combination of improvement practice and management of large cross-functional business processes and the
approach to business activities measurement in process times. As well, the model has to enable self-
assessment by a cross-function team or organization’s estimation by an external expert. Therefore, the model
has to be sufficiently applicable for basic implementation on arganizational and lower levels. Ideally, the
chosen model has to be designed so as to enable a comparison of company’s successfulness with industrial
slandards for most of the key business processes. No matter the selected model, it is evident that the path
towards the highest maturity level is long, and that organizations have to take up a serious approach in order
(o become more precess oriented, or to reach the highest process maturity degree.
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