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Workforce Issues:

The Shifting Focus of Change

Retention: Short & Long-term
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Improving process capability
enables people, enhances 
process consistency, and 
promotes a culture of discipline.

Improving technology 
capability enables processes 
and people.

Improving people capability
enables the development and 
sustainment of competencies 
and lays the foundation for a 
culture of excellence and the 
building of high-performance 
teams.

Process
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People

Technology

Organizational
capability

“When assets were physical 
things like coal mines, 
shareholders truly owned 
them.  But when the vital 
assets are people, there can 
be no true ownership.  The 
best that corporations can do 
is to create an environment 
that makes the best people 
want to stay.”

Business Week, August 21, 2000

The Shifting Focus of Change
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Navigating Workforce Agility

More than 50%
of U.S. high growth companies 
outsource administrative HR functions

84%
of companies are not utilizing their 
workforce to its full potential

N 

W 

S 

E 

10%
Amount best practice companies are 
overspending and under performing
because of workforce management
problems 

27%
of  US companies have a 
human resources controller

60%
of U.S. executives say HR is not proficient at 
developing workforce strategy

Source: “2004 Workforce Agility Study:” Convergys Corp.

Note: Results based on in-person interviews with top human resources executives at 
U.S. and European copanies in a range of industries and telephone interviews of human 
resources, operations and finance executives at approximately 300 companies 

63%
of companies'  HR technology
does not provide centralized
data for decision-making

A misalignment of business and workforce 
strategies is a major obstacle to revenue 
improvement

At least 50%
of U.S. HR executives don’t know 
enough to stay  competitive

PM Network,  v.19, no. 1, January 2005
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Trends Affecting the Workforce    
Pfeffer (1994)

From To

Doers differ from thinkers   Doers must be thinkers

Assets are things   Assets are people

Labor is an expense   People are an investment  

Lifetime employment   Lifetime employability

Top down control   Decentralized decisions

Localized work   Networked problems solved

Measure for results   Measure for results   Measure for improvements
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Labor Demand and Supply Projections
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2002 2006 2010 2014 2018 2022 2026

Labor Demand

2006 First of the 2006 First of the 
BabyBaby--Boomers Boomers 
turn 60turn 60

2024 Last of the 2024 Last of the 
BabyBaby--Boomers Boomers 
turn 60turn 60

Labor Supply Source:  The Employment  Policy Foundation, 2005
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Why Do They Join/Leave ?
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Workforce Issues:

The Shifting Focus of Change

Managing A Changing Workforce
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What Does ‘Manage’ Mean ?

‘Manage’ in the dictionary:

Man···· age, v.t.¾¾¾¾ To control and direct; to 
administer; to treat, as a person, with 
caution or judgement.

‘Manage’ in the People CMM:

Man···· age, v.t.¾¾¾¾ To accept stewardship of a 
resource; to develop; to optimize the 
conditions affecting success.
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The Immediate Retention Issue

Relationship with manager:
• affects morale

• represents the company

Performance management:
• clear objectives—cascaded if possible

• continuing discussion of the performance of the work

• manage performance problems

• reward outstanding performance

Implicit messages:
• work performance matters

• your abilities matter

• “I care whether you succeed”
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The Long Term Retention Issue

Professional development:
• continued growth of competencies

• opportunities to use them

• new challenges

Technical careers:
• competence, not seniority or job based

• competence-based pay

• culture of professionalism

Core competency
of the firm

Workforce
competencies

Competency-
based careers
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People CMM V2.0:
What is the People CMM

Maturity Levels

Themes
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What Is the People CMM ?

An organizational change model based on state-of-th e-art workforce 
practices to help organizations:

Develop workforce required to 
execute business strategy

Characterize maturity of workforce 
practices

Set priorities for improving workforce 
capability

Integrate improvements in process 
and workforce

Become an employer of choice

Curtis, Hefley, & Miller (2001)
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People CMM Version 2

1
Initial

2
Managed

Managers take 
responsibility for
managing and 
developing their people

Compensation
Training and Development
Performance Management
Work Environment
Communication and Coordination
Staffing

3
Defined

Organization develops a
framework of workforce
competencies required 
to accomplish its 
business objectives

Participatory Culture
Workgroup Development
Competency-Based Practices
Career Development
Competency Development
Workforce Planning
Competency Analysis

4
Predictable

Capability is managed 
quantitatively and the 
organization exploits
opportunities in its
competency framework

Mentoring
Organizational Capability Management
Quantitative Performance Management
Empowered Workgroups
Competency-Based Assets
Competency Integration

5
Optimizing

Capability & performance
are continually improved

Continuous Workforce Innovation
Organizational Performance Alignment
Continuous Capability Improvement

Level Focus Process Areas
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People CMM Foundations

Human Resource Mgt.
· process domain
· best practices
· goals & benefits

Total Quality Mgt.
· process & performance
· quantitative management
· continuous improvement

Org. Change & Devel.
· culture & maturity
· change management
· competency framework
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People CMM V2.0:
What is the People CMM

Maturity Levels

Themes
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People CMM & Organization Building

Levels

5
Optimizing

CMM Objectives

Continuously improve capability and 
performance within the framework

Levels

4
Predictable

3
Defined

2
Managed

Manage and exploit the
capability of the framework

Create a management
foundation within units

Establish a common organizational
framework based on competencies
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Maturity Framework

Humphrey (1989), Paulk et al. (1995)
Level 1
Initial

Inconsistent
management

Repeatable
practices

Level 2
Managed

People
management Competency-

based practices

Level 3
Defined

Competency
management Measured &

empowered
practices

Level 4
Predictable

Capability
management Continuously

improving
practices

Level 5
Optimizing

Change
management
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Focus for Changing Practices

Organization

Unit or   
workgroup

Individual

Maturity levels

Empowered
workgroups
& measured
capability

Managers
perform

repeatable
practices

Improvement
& integration
of personal

work process

Ad hoc,
inconsistent,

workforce
practices

1 2 3 4 5
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Organization
develops
workforce
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People CMM V2.0:
What is the People CMM

Maturity Levels

Themes
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Levels

5
Optimizing

People CMM Threads

4
Predictable

3
Defined

2
Managed

Developing
competency

Continuous
Capability

Improvement

Mentoring

Competency
Based Assets

Competency
Development

Competency
Analysis

Training and
Development

Building
workgroups

& culture

Continuous
Workforce
Innovation

Competency
Integration

Empowered
Workgroups

Workgroup
Development

Participatory
Culture

Communication
& Coordination

Motivating
& managing
performance

Quantitative
Performance
Management

Competency
Based Practices

Career
Development

Compensation

Performance
Management

Work Environment

Shaping
the

workforce

Organizational
Capability

Management

Workforce
Planning

Staffing  

Organizational
Performance

Alignment
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Developing Competency

Training needs
for current
assignment

Development 
for next

assignment

Training needs
for current
assignment

Development
for next

assignment

Level 2Level 2

Workforce
competency

Workforce
competency

Level 3Level 3

Competency
Based Assets

Level 4Level 4

Mentoring

Mentoring

Level 5Level 5

Personal
capability

Workgroup
capability

Workgroup
capability

Personal
capability

Competency
Integration
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Building Workgroups Zenger et al. (1994)

Individual
Staff Members

Not designed
for collective

work, manager
controls all

activities and
decisions

Level 1

Unit

Interpersonal
coordination

skills overcome
lack of processes,

and manager
organizes

Level 2

Workgroup

Processes, roles, 
and shared

accountability,
with manager

coordinating &
facilitating

Level 3

Empowered
Workgroup

Team independent
but accountable
to manager, and

performs some of
its own workforce

activities

Level 4



25
Overview of the People CMM
Austin SPIN,  March 22, 2007
© 2007 Carnegie Mellon University

Managing Performance

Individual
performance

Individual
performance

Level 2

...Mgr

Level 5

Aligned
performance

Performance
of other

workgroups

MentorUCL
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Shaping the Workforce

Level 2
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by unit
needs
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Synergy:
With CMMI-DEV

Developing Capability to Predict 
Performance
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CMMI-DEV and People CMM 

Establishes a foundation for 
continuously improving the 
development and maintenance 
practices applied to an 
organization’s products and services.

The process maturity framework was 
designed for application to practices 
that contribute directly to the 
business performance of an 
organization.

Establishes a foundation for 
continuously improving an organization’s 
workforce practices .  

The people maturity framework was 
designed for application to practices that 
contribute directly to the workforce 
performance of an organization.

CMMI-DEV People CMM
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CMMI-DEV and People CMM Processes

Process makes a difference in the quality of both workforce and 
development activities. 

Sound workforce practices enable organizations to transmit and 
incorporate the culture’s quality values. 

A synergy between development and workforce practices shapes an 
organization’s workforce and positions them competitively in the market 
via:

• Development of individual and organizational workforce and process 
capability and culture

• Motivating the workforce and continuing to build organizational 
workforce and process assets for use by all relevant stakeholders

• Shaping the workforce and building a business advantage by 
continually improving the critical aspects of the business (both
people and development practices)



30
Overview of the People CMM
Austin SPIN,  March 22, 2007
© 2007 Carnegie Mellon University

Connections: People CMM and CMMI-DEV

It is the workforce that implements and delivers the business strategy.  
Improved workforce practices are foundational on achieving project 
performance and enhance overall business performance.

Since the capability of an organization’s workforce is critical to its 
business performance, it would only benefit an organization to develop 
workforce practices along with the practices of the maturity framework.

Generally, the People CMM establishes a foundation for the building of 
a culture of process that facilitates the implementation of CMMI-DEV.

Additionally, People CMM strengthens and greatly extends the people 
issues that are only lightly touched in the maturity framework. 
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Impact of Workforce Practices

Can expect to 
receive what they 
asked for, according 
to their needs, in a 
timely manner.

Demonstration  
(externally) of 
professionalism and 
respect for diverse 
cultures.

Clear establishment of 
organizational values to help 
workforce align with their own. 

Respect of workforce opinions on 
working conditions.

Building of a foundation for a 
participatory culture and 
empowered workgroups.

Increased productivity.

Encouraging autonomy.

Establishment of respect for 
diverse cultures within workforce.

Impact on business performance.

Ensuring committed work 
gets done in a timely 
manner. 

Development of 
interpersonal and 
communication skills 
enabling effective 
working relationships.

Making informed 
decisions based on 
information sharing.

Building trust and 
confidence in others. 

Emphasizing quality of 
work life.

CustomerOrganizationProject/Individuals
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Synergy:
With CMMI-DEV

Developing Capability to Predict 
Performance
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Developing Capability – People CMM

Organization

Unit or   
workgroup

Individual

Maturity levels

Empowered
workgroups
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Developing Capability – CMMI-DEV

Organization

Project

Individual

Quality and 
process 

performance 
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Projects
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Shaping the Workforce - People CMM
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Shaping the Work – CMMI-DEV
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Developing Workforce Capability – People CMM

Training needs
for current
assignment

Development 
for next

assignment

Training needs
for current
assignment

Development
for next

assignment

Level 2Level 2

Workforce
competency

Workforce
competency

Level 3Level 3

Competency
Based Assets

Level 4Level 4

Mentoring

Mentoring

Level 5Level 5

Personal
capability

Workgroup
capability

Workgroup
capability

Personal
capability

Competency
Integration
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Developing Process Capability – CMMI-DEV

Requirements
managed, Process

Planned, performed, 
measured controlled

Level 2Level 2

Organizational
Standard
Process

Organizational
Standard
Process

Level 3Level 3

Process 
Performance

Level 4Level 4

Quality

Quality

Level 5Level 5
Improved
process

capability

Improved
process

capability

Improved
process

capability

Improved
process

capability

Process
Performance

Requirements
managed, Process

Planned, performed, 
measured controlled

Requirements
managed, Process

Planned, performed, 
measured controlled

Requirements
managed, Process

Planned, performed, 
measured controlled
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Impact & Benefits:

People CMM Around the World

Benefits of Implementation
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Some Organizations Using the 
People Capability Maturity Model

Intel
Citibank

U. S. Army

Boeing
Ericcson

Lockheed Martin

IBM
Novo Nordisk

Intelligroup

United Defense
Computer Sciences Corp.

Tata Consultancy Services

Siemens
Wipro

Accenture 

Datamatics

Nationwide Insurance
FEMA

Southern California Edison

Satyam
Harris

Convansys

National Grid
Mindtree

Club Mahindra

Honeywell
Perot Systems

SAIC

Samsung

Hewlett-Packard
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Countries Represented by Assessments

• United States 39

• India 42

• Canada               1 

• Netherlands 1

• Germany 1

• China 1

• Australia 1

• Denmark 1

• England 1

• Korea 1

89 Class A People CMM Assessments have been conducted as of 
October, 2006.

Numerous Class B and C Assessments.
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= 1 Assessment

1997

1998

Level 2Level 1 Level 3

1996

Class A Pilot Assessments
Conducted by People CMM Author Team

Level 4 Level 5

Lead Assessor Program Initiated
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= 1 Assessment reported by a SEI-Authorized People CMM Lead Assessor
Current Status – Class A Assessments

= SCAMPI with People CMM Appraisals

2000

2001

2002

2003

Level 2Level 1 Level 3

1999

Level 4

2004

Level 5

2005

2006
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700-1,499

100-299

2,000-2,999

25,000+

300-699

1,500-1,999
3,000-6,000

Population of Appraised Entities Vary

<99

1%

6%

3%

6%

11%

42%
22%

9%

Organizational Trends
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Scope of Appraised Entities

An Entire Organization

A CenterDivision

Program

ProjectsGeographical Site

Organizational Trends
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Impact & Benefits:

People CMM Around the World

Benefits of Implementation
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Adoption -1

Top 3 reasons given for conducting a People CMM 
Assessment

Establish baseline workforce practices to enable appropriate 
improvement

— Becoming an “Employer of Choice”

Organizational merge, transition or change in ownership
— Blended cultures
— Merged policies, procedures and processes

Sustaining higher CMMI (or CMM) levels via solid 
workforce practices

— Integrating multiple organizational functions
(e.g., systems, software, hardware, financial)

— Aligning the performance of multiple teams
(as in IPPD)
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Adoption -2

Previously identified reasons for conducting a Peop le 
CMM Assessment still apply, but….

New issues have emerged:

• Developing competent replacements for an aging workforce.

• Retention of corporate knowledge assets.

• Sustaining the organization’s performance with a focus on future 
workforce to meet the organization’s strategic plan.
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Current Boeing People CMM Activity

• Three full-time People CMM Lead Assessors

• Scope of Impact, 6,000 people

• People CMM Assessments

• People CMM Workshops

• Readiness Reviews

• Quarterly Reviews

• Training

• Consulting

Say It
Do It

Prove It
Improve It
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What’s better about the organization

Employee Satisfaction Index increased by 15%

Customer satisfaction has remained high – current year 
to date satisfaction index is 7.6 on a 10 point scale

• Post Release Defect reduced by 50%

• Rework Ratio reduced by 15%

• Labor Effort Variation reduced by 35%

• Schedule Variation reduced by 38%

Say It
Do It

Prove It
Improve It

“Utilizing the People CMM to Leverage Organization Success”
Kenneth Foster, SEPG Conference 2005
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Novo Nordisk Staffing

Thorhauge (2000)

NNIT Headcount
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Novo Nordisk Benefits

Improved communication at all levels of NNIT:
• interrelated goals at all levels of NNIT

• IT tool for documenting goals & formal feedback

High employee satisfaction:
• Novo Nordisk IT employee satisfaction survey in Dec. 1998

• Novo Nordisk employee satisfaction survey in Nov. 1999

• People CMM assessment in April 2000

Staffing process redesigned:
• shorten time-to-offer

• improved rate of acceptance

Thorhauge (2000)
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Computer Sciences Corporation 
National Flood Insurance Program

Maturity Level 2

when comparing current workforce practices against
the People Capability Maturity Model.

P-CMM
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Benefits

Increased consistency in management practices

Better communications up, down, and all around

More competent workforce

Higher employee satisfaction
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Intel Information Technology

“How Intel IT Uses the People CMM to Improve   
Workforce Practices”

“After investigating several different ideas, we decided the People 
CMM was the most appropriate for our objectives of developing a 
world-class workforce and organizational capabilities for IT by 
strategically shaping our future workforce and influencing our partners 
and industry. The People CMM assessment conducted in the third 
quarter of every year provides IT with a strategic road map for 
implementing areas for improvement.”

IT@Intel People CMM White Paper
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Intel - IT Goals and Approach

Goals

• Assess capability maturity of our workforce practices

• Establish capability baseline to:

— Plan improvements

— Assess our future progress

Approach

• Developed our own assessment workflow based on
People CMM* model

• Developed our own scoring criteria and assessment process for each 
workforce practice

— Defined maximum capability attainment for each practice

— Measured our level of attainment for that capability 

— Addressed the gap between current and maximum capability

* Other names and brands may be claimed as the property of others.
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Intel – IT New Career Development Program

Features
• Job descriptions define job competencies 

• Career paths include alternatives across job family boundaries

• Skill-set tools for self assessment and peer assessment

• Individual career development planning

• Management-assisted career development planning

• Skills training mapped to specific job competencies

Benefits
• Clearly defined jobs with skill requirements

• Ability to rate own skills through skills assessment 

• Skill gaps filled with job-specific training 

• Improved employee job classification  and matching

• Long-range career planning capability



59
Overview of the People CMM
Austin SPIN,  March 22, 2007
© 2007 Carnegie Mellon University

India

Wipro

• IEEE Award for Process Improvement 2003

• People CMM Level 5

• Technical Report CMU/SEI 2004-TR-006

TATA Consultancy Services

• Enterprise-wide CMMI® and People CMM Level 5

• Integrated Quality Management System

Club Mahindra Holidays – Goa

• People CMM Level 3

• “Service-ware”
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Conclusion:
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http://www.sei.cmu.edu/cmm-p/version2/

The People CMM ®, Guidelines Addison Wesley
for Improving the Workforce Book

The People CMM v2 CMU/SEI-01-MM-001

Introduction to the 3-Day Course
People CMM v2

Intermediate Concepts 5-day Course
of the People CMM 

SCAMPI ������ �� with 5-day Course
People CMM

For Further Information
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Contacting the SEI

Gian Wemyss,  
People CMM Team Lead

Phone: 412-268-8138

Email: rgw@sei.cmu.edu

www.sei.cmu.edu/cmm-p/version2/

Customer Relations

Phone: 412-268-5800

Toll Free: 1-888-201-4479
(8:30 a.m. - 4:30 p.m. EST)

Email
customer-relations @sei.cmu.edu

Fax
412-268-6257

Software Engineering Institute
Carnegie Mellon University
4500 Fifth Avenue
Pittsburgh, PA  15213  USA
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