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The CAM-I performance management framework provides a holistic implementation framework

that aims to evaluate and improve any organization's business performance using one

consistent methodology, regardless of size or industry.



Performance management is mentioned and discussed in almost all facets of business. The demand

today for improved performance and increased accountability has triggered increased expectations in

the management of performance. This has brought about diverse views as to what really constitutes

performance management. On behalf of CAM-I member companies, the Performance Management

Interest Group (PMIG) addressed this issue in multiple phases of research by initially identifying key

enablers of performance and developing an associated maturity assessment model. Not satisfied with

simply identifying gaps in maturity, the PMIG expanded their research by recommending categories of

improvement techniques that could be used to advance enabler maturity. At the same time, it was

recognized that organizational readiness should be addressed prior to implementing any improvement

initiative.

Ultimately, the PMIG developed a standardized and integrated performance management maturity

framework. Industry experts recognized the Phase I deliverable, published by CAM-I and CMA Canada

as an emerging issues paper, as a breakthrough in the field of performance management. The

publication provided a holistic methodology and toolset for improving any organization's business

performance, regardless of size or industry.

In Phase II of the research, in order to improve the practical details of the methodology and toolsets, the

PMIG:

• expanded the framework to an eight-step implementation process;

• reviewed the framework elements with specific subject matter experts;

• conducted workshops and assessment surveys for different industries in various countries;

• integrated the framework as a key component of the deliverables of other CAM-I special

interest groups (SIGs);

• developed an instructor guidebook so that trained individuals could implement the

performance management framework (PMF) within their organizations; and

• tested the application of the framework within some member companies.

In summary, the CAM-I PMF is a holistic methodology that identifies key enablers that influence any

organization's business performance. Within the constraints of the organization's readiness capability,

the framework:

• pinpoints gaps in enabler maturity;

• recommends specific improvement techniques; and

• shows how to measure improvement success.

The CAM-I PMF provides eight distinct implementation steps for improving performance (Exhibit 1). The

steps enable organizations to identify the business areas that have the greatest need for improvement.

Various assessment tools support each of the implementation steps, providing users with a deeper

understanding of what drives performance.



Exhibit 1.

Summary of the PMF Components

The CAM-I PMF represents a generic model that can be adapted and refined to meet the specific needs

of any organization, industry, or sector. It is a tool for organizational discovery that enables any business

to be better prepared to achieve long-term performance by uncovering obstacles to implementation

before it undertakes improvement initiatives. Organizations can optimize their investment in valuable

resources by using the PMF to focus on improving key business capabilities and achieving business

goals.

Recommended implementation approach

The PMF establishes a conceptual methodology for evaluating and identifying potential improvements in

business performance. Organizations can use the recommended eight-step continuous approach (as

shown in Exhibit 2) to implement the PMF.

Exhibit 2.

Recommended Implementation Approach



As discussed in the PMF methodology, the PMIG has developed various assessment tools to support

each of the implementation steps. The approach can be executed internally or with external assistance

at any step. The cost/benefit of either approach must be weighed against an organization's priorities and

its need to improve performance.

Exhibit 3 shows the evolution and rationale for specific topics addressed within the Phase II research.

Exhibit 3.

How the PMIG Research Evolved from End of Phase I to Completion of Phase II





Summary of the key components of the CAM-I PMF

We know from our collective experience within CAM-I and its member organizations that new initiatives

related to performance management have, in general, had a disappointing record of success and

sustainability. The summary of this research shows that one of the main reasons implementations fail is

that organizations are simply "not ready for change" (i.e., lacking organizational readiness).

Organizational readiness is the ability of a business to adapt to change and tackle new initiatives in a

positive and constructive manner. Therefore, the PMIG recommends that it is essential to review the

organization's implementation readiness. This should be Step 1, which should happen before beginning

any application of the PMF. The PMF uses five criteria to assess an organization's readiness to

implement the methodology (see Exhibit 4).

Exhibit 4.

Readiness Assessment

The assessment is conducted using four levels of evidence of readiness:

1. absent;

2. minor;

3. moderate; and

4. considerable.

If the results of the assessment indicate that evidence of readiness is absent from any of the criteria, the

framework should not be undertaken until these criteria can be improved. Various CAM-I methodologies



and tools are referenced to assist in this area.

An overall assessment result of minor, moderate, or considerable evidence will determine the depth to

which the PMF can be successfully implemented (as referenced later in the PMF component Readiness

Maturity Matrix).

The cornerstone of the PMF methodology is the concept of enablers and maturity. Enablers are a logical

grouping of core business capabilities that allow an enterprise to advance its level of maturity and agility

in achieving its business goals.

The research identified 13 enablers that should first be ranked for importance (Step 2) and then

assessed for actual (A) and needed (N) maturity (Step 3), as shown in Exhibit 5.

Exhibit 5.

Actual and Needed Maturity of 13 Assessed Enablers



Clearly, not every enabler in the list is critical for all organizations, but the research indicates that they

should all be taken into consideration, as the ranking will determine the enablers that are key to the

business strategy.

In the same way, not all key enablers need to be at the highest level of maturity, and it is important to

recognize where effort is actually required to improve performance in order to maximize scarce

resources. This quick assessment helps organizations to identify and focus on key enablers that have

the biggest gaps (Step 4) in performance management capability.

The enablers with significant performance gaps are then analyzed in more detail using the Deep Dive

Maturity Assessment category descriptors (Step 5). In the example shown in Exhibit 5, process

management and risk management have the biggest maturity gaps, so the organization can concentrate

on these areas for further assessment and validation of the specific enabler.

The framework continues by using the readiness assessment from Step 1 and consulting the Readiness

Maturity Matrix (Step 6) to establish the most likely level of enabler maturity that can be achieved.

The next component (Step 7) is possibly the biggest breakthrough in the PMIG research. This is where

the framework identifies the most applicable techniques that are likely to produce an improvement in

enabler maturity.

Improvement techniques are a list of business tools or solutions designed to improve all processes and

systems in the organization in order to achieve higher levels of performance.

The PMIG undertook a thorough investigation of improvement techniques using various sources and

publications. This research identified more than 50 of the most relevant techniques used by

organizations today to improve performance. Using collective knowledge, subject matter experts,

surveys, and the experiences of CAM-I members, these were grouped into the nine key improvement

technique categories as shown in Exhibit 6.

Exhibit 6.

Nine Key Improvement Technique Categories



The first step in assessing the improvement technique categories is to determine the level of success

that any of the techniques has already had in improving organizational performance. This will assist with

the technique selection process later in the assessment and help ensure the organization selects the

best improvement aid.

The PMIG identified and mapped specific improvement technique categories to each enabler at maturity

levels at which the technique would most likely begin to help an organization improve that specific

enabler's performance. (The details of this identification and mapping are currently protected by the

CAM-I members intellectual property rights and, as such, are not illustrated in this publication.) Using

this mapping, enablers identified as having the greatest need for enhancement (as defined in Steps 4

and 5) in conjunction with the highest likely achievable maturity level (as identified in Step 6) will point to

the most appropriate improvement technique categories. This approach enables an organization to

identify and focus on the best improvement technique for the greatest performance gap need.

The PMF was developed as a generic approach for all organizations so that the recommended

improvement techniques for any enabler provide guidelines and suggestions for investigating

improvement mechanisms. The framework provides the user with a means to choose and implement the



most applicable management technique to produce an improvement in enabler maturity and thus

increase the organization's overall performance. It is the success of this implementation that an

organization would measure (as in Step 8) to gain a greater understanding and assessment of the effort

employed.

Finally, in Step 8, a balanced set of performance measures are selected to assess the improvement that

has been obtained by implementing the recommended technique. Performance measurement is the

practice of tracking quantifiable and relevant outcomes to provide an objective assessment of

performance.

Frequently, organizations use the terms "performance management" and "performance measurement"

interchangeably. Indeed, many organizations start a performance management initiative by defining and

tracking measures (often referred to as key performance indicators) without a real understanding of the

enablers behind these measures. This research emphasizes the need for organizations to understand

performance management concepts before measuring performance. In the PMF, performance

measurement as a means of assessing improvement is just one of the PMF methodology components.

The PMF provides a means for choosing and implementing the most applicable management technique

to improve enabler maturity and thus improve the organization's overall performance. It is measuring this

improvement that would help an organization gauge the success of an implementation.

The PMF provides a guide for organizations to determine the most appropriate performance measures

for the associated enabler, bearing in mind that a balanced set of measures (e.g., time, cost, or quality)

should always be considered. For guidance, the PMF provides a list of suggested measures for each

enabler.

PMIG Phase III research

In the Phase III research effort, CAM-I intends to analyze data that has been collected from the many

workshops that have been offered. This effort, coupled with case studies, will provide greater insight into

how organizations function within the use of the framework and validate the prior research that was used

to develop the CAM-I PMF.

We hope to identify opportunities to improve the framework so that organizations can experience even

greater returns on their organizational improvement efforts by focusing their limited resources on what

matters the most and what efforts have the greatest chance for success.

As part of the Phase III research, the PMIG intends to develop a PMF certification program. The

certification will increase the success potential by ensuring those individuals or organizations employing

the PMF fully understand how to use this innovative tool and that they are prepared to support the

organization in both the framework's implementation and continual use.



Finally, CAM-I will work to provide the most current reference material by updating the suggested

reading list. We feel that this list is critical for an organization to grow its expertise in the many

organizational improvement tools available today.

PMIG Summary

The CAM-I PMF provides a holistic implementation framework that aims to evaluate and improve any

organization's business performance using one consistent methodology, regardless of size or industry.

CAM-I strives to meet the demands of today's competitive business environment as well as the

increased demands on modern government. The CAM-I PMF can provide modern organizations with

valuable insight into what works well and what needs improvement. CAM-I looks to further understand

how this tool can help organizations excel in their mission. For more details on the CAM-I PMIG, see

Exhibit 7.

Exhibit 7.

CAM-I Performance Management Special Interest Group Summary
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