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Preface
The IT Capability Maturity Framework (IT-CMF) is a framework specifically created to help 
organizations derive real, measurable business value from IT. This management guide helps IT 
leaders and professionals at all levels to understand IT-CMF and begin to apply it in their day-
to-day improvement activities.

IT-CMF was developed to help organizations meet the challenges they face in managing the 
array of discrete but independent IT management disciplines focused on the generation of 
IT-enabled agility, innovation, and value. It is underpinned by proven concepts and principles 
that provide organizations with a coherent guide to developing IT capabilities that can help 
them innovate, grow, and prosper. With the advent of Social, Mobile, Analytics, Cloud and 
the Internet of Things (SMACIT), digital business transformation is top of the agenda for most 
organizations, and IT-CMF provides a body of knowledge, tools, techniques, and guidance for 
IT leaders and professionals to support their organization’s digital agenda.

This management guide is derived from the comprehensive work of the Innovation Value 
Institute, as encapsulated in IT Capability Maturity Framework: The Body of Knowledge Guide 
(2nd edition, 2016). 

What’s in this book
This management guide is intended as a quick reference guide for those who wish to 
understand the essentials of IT-CMF or those who are implementing IT-CMF to manage IT 
value and IT-enabled innovation within their organizations. This book has four parts:
�	 Part A describes the background to IT-CMF, how it was developed and what makes it 

valuable as a framework for IT management. This covers the core concepts that underpin 
IT-CMF, its capability architecture, and an overview of how to use IT-CMF to manage 
capability improvement – including a brief description of each of the four phases in the 
Capability Improvement Programme (CIP). 

�	 Part B presents high-level summaries of IT-CMF’s four Macro-Capabilities and their thirty-
six constituent Critical Capabilities. 

�	 Part C outlines the next steps that someone embarking on an IT-CMF initiative might 
take – for example, to assess and benchmark their current capabilities and to launch an 
improvement programme.
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�	 Part D (appendices) summarises the supports that the Innovation Value Institute makes 
available to those who are embarking on an IT-CMF initiative – these include assessment 
and training options, a summary of capability performance indicators for each Critical 
Capability, and descriptions of key artefacts (tools and templates). 

About the Innovation Value Institute™
The Innovation Value Institute (IVI) was established in 2006 as a not-for-profit multidisciplinary 
research and education institute within Maynooth University, Ireland. It was co-founded by 
Intel Corporation and the university with the objective of creating an international consortium 
of companies and public sector organizations to build on work already carried out in Intel and 
create an international standard for the management of IT.

As well as the consortium’s commitment of funding and in-kind resources, Enterprise Ireland 
and IDA Ireland, through the Technology Centre programme, support IVI’s research agenda 
to focus on the creation and accumulation of knowledge and best-available practices in the 
management of IT.

IVI supports and is supported by an international membership consortium of industry, 
academia, and public sector organizations who collaborate to deepen their understanding 
and develop their ability to manage their IT functions and realize the value of IT for their 
organizations. The consortium currently includes over 100 members, including many of the 
world’s largest and most prestigious enterprises. Collaboration with the consortium members 
is a key part of IVI’s research and development process. 

The Origins of IT-CMF™ 
In 2000, when Intel Corporation embarked on a programme of transformation of its IT 
function, they found that there was no comprehensive, integrated, CIO-level framework 
available. Over the following years, they developed a maturity framework approach that 
proved to be highly successful. That approach, and the lessons learned from their experience 
of applying it, were captured in Professor Martin Curley’s book, Managing IT for Business 
Value. When IVI was established in 2006, the Institute adopted the maturity framework 
from Intel Corporation, and continued to further develop and refine it. Since then, IVI has 
substantially enhanced and extended the framework with further research and feedback from 
users, to make it relevant to IT leaders and professionals in any industry (public or private) 
who need to manage key IT capabilities to improve agility, innovation, and value. 

Acknowledgements
Development of IT-CMF is made possible by the many individuals from organizations spanning 
industry, government, and academia throughout the world, who donated their time to add 
richness, relevance, and rigour to the body of knowledge. The Innovation Value Institute (IVI) 
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﻿
The Management of IT Challenge 

The rapid developments in information technology (IT) present a challenge for people working 
in all organizations – large and small, public and private. IT-enabled change and innovation are 
increasingly critical for organizations’ continued viability, but many people struggle to use IT 
effectively in ways that optimize its value across organizations.

In short, there is a lack of tools and resources to manage how organizations can get the best 
out of IT. As many as half of all large-scale technology deployments risk failure – not because 
they don’t provide imaginative solutions to real-world issues or because they lack inherent 
value, but rather because they are deployed without an appropriate IT management structure. 
And with estimated annual worldwide IT spending at around US$2 trillion, such failures 
represent a very significant financial loss, not to speak of the lost opportunities to deliver 
value and innovation. 

Organizations must deploy and use IT effectively to remain relevant in an increasingly digital 
economy, and they must continually innovate and differentiate themselves to keep pace and 
gain competitive advantage, particularly in the face of the transformation that is arriving with 
SMACIT (Social, Mobile, Analytics, Cloud and the Internet of Things). IT on its own does not 
create business success – only an effective IT capability that delivers a steady stream of IT-
enabled changes and innovations can provide sustainable competitive advantage. 

What Is IT-CMF?

IT-CMF is an integrated management framework and set of tools for designing, deploying, 
and operating information systems to deliver sustainable business value and innovation.

It incorporates a comprehensive body of knowledge that covers thirty-six critical IT 
management capabilities that enable practitioners to measure the maturity of different levels 
of management efficiency and effectiveness. It also has a portfolio of certified training and 
accreditation, tools and templates, and a comprehensive Capability Improvement Programme 
that enables practitioners to professionalize their entire approach to IT management. 

IT-CMF is explicitly designed to cover the full range of IT capabilities that are required to 
deliver agility, innovation, and value for the organization. And it is also flexibly designed to 
allow new capabilities to be captured, represented, and integrated as they emerge.

Organizations that are good at managing their IT capabilities perform better as businesses, 
but many organizations struggle to manage their IT capabilities in a coherent, systematic, 
or focused way. One of the fundamental values of IT-CMF is that it enables decision-makers 
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to identify and develop the particular IT capabilities they need in order to deliver agility, 
innovation, and value to their organization.

The Unique and Comprehensive Scope of IT-CMF
Of course, there are other IT management tools that cover individual domains, that specialize 
in particular niche areas, or that focus on certain known IT management deficits. The fact that 
there are so many tools, however, makes it even more difficult for organizations to choose 
the ones that are appropriate to their needs and then to integrate them effectively. IT-CMF, 
by contrast, offers comprehensive coverage of the full range of defined IT-related capabilities, 
and is flexible enough to accommodate new capabilities as they emerge. It also has the 
very considerable advantage of offering a clear and common language for defining levels of 
maturity and for identifying ways in which deficits might be addressed. 

IT-CMF aims for comprehensive coverage of the components (Critical Capabilities) needed by 
those responsible for managing the IT function in an organization. It leverages the concept of 
dynamic capabilities that can be reconfigured as required to meet changing circumstances and 
strategies. It provides a portfolio of options from which IT leaders and professionals can design 
an improvement programme that is uniquely suited to their particular IT capability needs and 
their business environment.

IT-CMF builds on the maturity model conceptualization adopted by the Software Engineering 
Institute for the Software CMM model, but as well as focusing on process and capability 
maturity, IT-CMF also focuses on outcome maturity – that is, on the specific business 
outcomes expected at different levels of capability maturity.

The Innovation Value Institute™
IT-CMF was developed by the Innovation Value Institute (IVI), a not-for-profit, multidisciplinary 
research and education institute established in 2006. The Institute was co-founded by Intel 
Corporation and Maynooth University with the objective of creating an international consortium 
of companies and public sector organizations to build on work already carried out in Intel and 
create an international standard for the management of IT.

As well as the consortium’s commitment of funding and in-kind resources, Enterprise Ireland 
and IDA Ireland, through the Technology Centre programme, support IVI’s research agenda with 
its focus on the creation and accumulation of knowledge and best-available practices in the 
management of IT.

The consortium currently includes over 100 members, including many of the world’s largest and 
most prestigious enterprises. Collaboration with the consortium members is a key part of IVI’s 
research and development process (Open Innovation 2.0).
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What IT-CMF Provides
IT-CMF provides the basis for systematically and continually improving the performance 
of the IT function in an organization, and for measuring progress and value delivered. It 
enables organizations to devise more robust strategies, make better-informed decisions, and 
consistently deliver increased levels of agility, innovation, and value. 

IT-CMF offers:
�	 A holistic business-led approach that enables performance across the IT function to be 

managed consistently and comprehensively.
�	 Support for the development of enduring IT capabilities with a primary focus on achieving 

business agility, innovation, and value.
�	 A platform and a common language for exchanging information between diverse 

stakeholders, enabling them to set goals, take action, and evaluate improvements. 
�	 An umbrella framework that complements other frameworks already in use in the 

organization to drive cohesive performance improvement.

IT-CMF is currently used by hundreds of organizations worldwide, and is fast becoming the de 
facto standard for the management of IT in large organizations.

Core Concepts of IT-CMF

This section outlines the core principles and philosophy underpinning IT-CMF. A good 
understanding of these concepts will help the reader to derive optimum benefit from the 
remaining chapters of this book, and to see how IT-CMF improves management of IT for better 
agility, innovation, and value.

What is a Capability? 
A capability is the quality of being capable, to have the capacity or ability to do something, to 
achieve pre-determined goals and objectives. Collectively, capabilities coordinate the activities 
of individuals and groups – linking individual actions into seamless chains of actions, leading 
to repeatable patterns of interaction that become more efficient and effective as they are 
practised and internalized. An organizational capability refers to an organization’s ability to 
‘perform a set of co-ordinated tasks, utilizing organizational resources, for the purposes of 
achieving a particular end result’ [1]. 

Capabilities must work in a consistent manner. Having a capability means that the 
organization can perform an activity repeatedly and reliably. Organizations build their 
capabilities progressively in a cyclical process of trial, feedback, learning, and evolution. 
Organizations must be able to realign their resources in response to changes in strategy 
or the environment in which they operate. They must be able to embrace change, quickly 
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innovating and reconfiguring resources to capture and exploit new, unforeseen opportunities. 
This is often referred to as having ‘dynamic’ capabilities. IT-CMF facilitates this flexibility and 
responsiveness, and enables an organization to purposefully create, extend, or modify its 
resource base to address rapidly changing circumstances [2]. 

Dynamic capabilities include the ability to search, explore, acquire, assimilate, and apply 
knowledge about resources and opportunities, and about how resources can be configured 
to exploit opportunities. Organizations with such capabilities have greater intensity of 
organizational learning, and are able to leverage feedback cycles more effectively, and thereby 
continually build stronger capabilities. 

IT Capabilities
An organization’s ability to orchestrate IT-based resources to create desired outcomes is a 
product of its IT capabilities. In IT-CMF, an IT capability is the ability to mobilize and deploy 
(that is, integrate, reconfigure, acquire, and release) IT-based resources to effect a desired 
end, often in combination with other resources and capabilities (adapted [3]). Resources, in 
this context, can be either tangible (including financial, physical/infrastructural, human) or 
intangible (including software, data, intellectual property, branding, culture). 

Relationships between Capabilities, Competences, and Processes
Business processes are sequences of actions that organizations engage in to accomplish 
specific tasks. They represent how an organization’s resources are exploited, and can be 
thought of as the routines or activities that an organization develops to get something done 
[4][5]. Business processes require the competences (knowledge, skills, and experience) of 
individual employees and groups for their effective execution. In turn, business processes 
help individual employees and groups develop competence in particular ways of working [6]. 
Processes and competences are thus mutually dependent and reinforcing. 

Effective and efficient processes are critical for business operations, but they must be 
regularly evaluated and where necessary modified to ensure that they continue to meet the 
organization’s ongoing requirements and to deliver sustainable business value. Capability 
management provides the vital link between the business’s strategy and environment and 
its business processes. It gives the organization the ability to create patterns of learning and 
adjustment and to establish and maintain synergetic relationships between competences 
(people), processes (routines), and resources (assets) to accomplish a desired end. 

Business Value
The term ‘business value’ is commonly used to refer to the overall health of an organization, 
and includes both economic value and other forms that cannot always be measured in 
monetary terms. IT-CMF reflects a narrower focus on the concept and defines business 
value from its perspective as the contribution that IT-based resources and capabilities make 
to helping an organization achieve its objectives [7]. Those objectives may be internal or 
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external to the IT function. IT’s greatest potential, however, lies in business enablement across 
the wider organization – that is, the organization’s IT capability plays an important role in 
developing other business capabilities [3]. In having an effective IT capability, the organization 
is enabled to strategically mobilize and deploy (integrate, reconfigure, acquire, and release) 
its various resources to achieve specific goals and objectives, often in combination with other 
capabilities and resources, and it is only through this process that business value is delivered. 
As outlined above, resources in this context can include, for example, financial, physical/
infrastructural, human, data, intellectual property, branding, and culture, and depending 
on the organization’s context, these resources will likely be coordinated and integrated in 
different ways. Hence, while all organizations have an IT capability, the resource configurations 
that underpin this capability will differ, thereby determining whether the organization’s IT 
capability is weak or strong [8]. IT-CMF helps organizations to continually enhance their 
capabilities to ensure that the underpinning resource (re)configurations are always aligned in 
support of business strategy and in response to environmental forces.

Maturity
Maturity frameworks are conceptual models that outline anticipated, typical, logical, and 
desired evolution paths towards desired end-states [9], where maturity is an evolutionary 
progress in the demonstration of a specific ability or in the accomplishment of a target 
[10]. Maturity-based approaches for managing IT have been widely adopted – for example, 
the Software Engineering Institute’s (SEI) Capability Maturity Model Integration (CMMI) is 
extensively used in the domain of software quality [11][12]. 

For each of the capabilities in the framework, IT-CMF defines five maturity levels, each of 
which identifies a different level of efficiency and effectiveness. This facilitates a modular, 
systematic, and incremental approach to capability improvement, by helping organizations to 
gauge how advanced they are in each area of activity, and identifying the actions they can take 
to improve over time. 

While the definition of maturity levels is specific to each capability, the broad common 
characteristics of the five maturity levels, in terms of approaches, scope, and outcomes, are as 
shown in Table 1.  

Maturity levels are additive in that each lower level provides the foundation for the next 
level, and capabilities are progressively enhanced from one level to the next. It can thus be 
unwise (and may not be possible) to skip levels – for example, to attempt to progress from 
level 1 directly to level 5. With proper planning, however, progress through the levels can be 
accelerated.
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The Architecture of IT-CMF

IT-CMF is structured, at the highest level, around four Macro-Capabilities, each of which 
embraces a number of Critical Capabilities that can contribute to agility, innovation, and value. 
Each Critical Capability in turn is made up of a number of Capability Building Blocks. 

IT-CMF defines the different maturity levels for each Capability Building Block, and provides 
evaluation questions to assess their current ‘as is’ state. For each Capability Building Block, IT-
CMF provides a series of representative practices to drive maturity, along with the outcomes 
that can be expected from implementing them, and the metrics that can be applied to monitor 
progress (Practices-Outcomes-Metrics, or POMs). 

4 Macro-Capabilities

36 Critical Capabilities

315 Capability Building Blocks

Table 1: General Maturity Level Heuristics

Level 

Approaches  
Quality of routines / 
practices or activities 

Scope 
Breadth of  
coverage / focus 

Outcomes  
Predictability 
between actions and 
consequences 

1 – Initial Approaches are 
inadequate and 
unstable. 

Scope is fragmented and 
incoherent. 

Repeatable outcomes 
are rare. 

2 – Basic Approaches are 
defined, but 
inconsistencies 
remain. 

Scope is limited to a 
partial area of a business 
function or domain area; 
deficiencies remain. 

Repeatable outcomes 
are achieved 
occasionally. 

3 – Intermediate Approaches are 
standardized, 
inconsistencies are 
addressed. 

Scope expands to cover 
a business function 
(typically IT) or domain 
area. 

Repeatable outcomes 
are often achieved. 

4 – Advanced Approaches can 
systematically 
flex for innovative 
adaptations. 

Scope covers the end-
to-end organization / 
neighbouring domain 
areas. 

Repeatable outcomes 
are very often 
achieved. 

5 – Optimizing Approaches 
demonstrate world-
class attributes. 

Scope extends 
beyond the borders 
of the organization / 
neighbouring domains. 

Repeatable outcomes 
are virtually always 
achieved. 
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The framework also looks at typical challenges that the organization might face in attempting 
to develop maturity in each capability, and suggests actions to overcome them. And it 
identifies additional management artefacts and capability performance indicators (CPIs) that 
can be used in progressing towards a target ‘to be’ maturity state. 

Macro-Capabilities
At the highest level, IT-CMF is structured around four key strategic areas, or Macro-
Capabilities, for the management of IT:

1.	 Managing IT like a business.
2.	 Managing the IT budget.
3.	 Managing the IT capability.
4.	 Managing IT for business value.

The effective management of technology within an organization focuses on these four Macro-
Capabilities, all of which should be aligned with the overall business strategy, the business 
environment within which the organization operates, and the IT posture of the organization – 
i.e. the organization’s attitude towards the use of IT. 

1. Managing IT like a Business

To optimize the contribution of technology to the organization as a whole, the IT function needs 
to be managed using professional business practices. This involves shifting the focus away from 
technology as an end in itself towards the customers and the business problems to which IT can 
provide solutions. The Managing IT Like a Business Macro-Capability provides a structure within 
which the IT function can be repositioned from a cost centre to a value centre.

2. Managing the IT Budget

There are many challenges associated with managing the IT budget, including, for example, 
unplanned cost escalation, the cost of maintaining legacy systems, and management reluctance 
to invest strategically in new technologies. The Managing the IT Budget Macro-Capability looks 
at the practices and tools that can be used to establish and control a sustainable economic 
funding model for IT services and solutions.

3. Managing the IT Capability

The IT function was traditionally seen as the provider of one-off IT services and solutions. 
In order to fulfil its role as the instigator of innovation and continual business improvement 
however, the IT function has to proactively deliver – and be seen to deliver – a stream of new 
and improved IT services and solutions. The Managing the IT Capability Macro-Capability 
provides a systematic approach to adopting that role, by effectively and efficiently maintaining 
existing services and solutions and developing new ones.

4. Managing IT for Business Value

Investments in IT must be linked to overall business benefits. This means that the investments 
should not be viewed simply as technology projects, but as projects that generate business value 
and innovation across the organization. The Managing IT for Business Value Macro-Capability 
provides a structure within which the IT function provides the rationale for investment in IT and 
measures the business benefits accruing from it.
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Together these four Macro-Capabilities operate in a continuous feedback loop to optimize the 
way in which IT is managed. 
�	 Managing IT like a Business sets the direction for the overall IT capability.
�	 In Managing the IT Budget, the strategic direction is translated into an IT budget to fuel 

activities and programmes. 
�	 Managing the IT Capability is the production engine, where two primary activities are 

performed: maintaining existing IT solutions and services, and developing new IT solutions 
and services. 

�	 Managing IT for Business Value ensures that these activities and programmes deliver value. 

Performance is fed back into Managing IT like a Business, to validate that the IT budget  
is being converted effectively into business value. This may result in tactical or strategic 
adjustments that feed through the cycle again [13] (See Figure 1).

Figure 1: IT-CMF’s Macro-Capabilities

The Macro-Capability feedback loop in IT-CMF ensures that the organization continually  
focuses on the IT capabilities needed to meet the challenges and opportunities presented  
by the changing business and operating environment. When an organization is planning  
its capability improvement programme, it is helpful to decide on its strategic objectives in 
relation to each of the four Macro-Capabilities of IT-CMF, as depicted in Figure 2. This will help  
to identify the Critical Capabilities that the organization needs to focus on. Other factors that 
must be taken into account include IT posture, problem context, industry trends, business 
strategy, business context, and so on.

Critical Capabilities
IT-CMF’s four Macro-Capabilities encompass a modular library of 36 Critical Capabilities 
(See Figure 3). Critical Capabilities are key management domains that need to be considered 
by an organization when planning and delivering IT-enabled agility, value, and innovation. For 
each Critical Capability, there are five progressive levels of maturity that describe the state of 
completeness of an organization’s ability to achieve a desired end state or outcome. 

Managing IT for
Business Value 

Managing IT like a Business 

Managing
the IT Budget 

Managing the IT Capability 
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Capability Building Blocks
Capability Building Blocks are the key components of a Critical Capability that enable its goals 
and objectives to be achieved efficiently and effectively. These are grouped into higher-order 
logical categories that are particular to each capability. As with Critical Capabilities, there are 
five progressive levels of maturity for each Capability Building Block. 

Additional Capability Components
As well as the three major architectural elements of IT-CMF discussed above and in the 
following chapters, there are additional capability elements that can help practitioners 
leverage the full value of the framework. The Capability Maturity Evaluations/Assessments, 
Practices-Outcomes-Metrics (POMs), and Management Artefacts are outlined in detail in IT 
Capability Maturity Framework: The Body of Knowledge Guide (2nd edition, 2016). A list of all 
Capability Performance Indicators (CPIs) is included in Appendix 3.

Capability 
Maturity 
Evaluations/
Assessments

For each Critical Capability, there is a capability evaluation that is designed to 
help IT leaders and professionals to determine their organization’s current and 
desired maturity levels in relation to the Critical Capability and its underlying 
Capability Building Blocks. Each question has associated with it a series of 
corresponding maturity statements from which the organization selects the 
one that most closely matches their situation based on survey participants’ 
aggregate responses. These questions and answers can inform improvement 
planning discussions and help drive improvement across the areas under 
investigation.

Figure 2: Major Strategies of IT-CMF’s Macro-Capabilities
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Business Value
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like a Business
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Technology 
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Strategic 
Business Partner

Options and
Portfolio 

Management
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Practices-
Outcomes-
Metrics 
(POMs)

For each Critical Capability, representative practices to help stabilize the 
organization’s current maturity or progress to the next level of maturity 
are described at each maturity level. Each practice is accompanied by an 
outcome that states what benefits might result from following the practice, 
and one or more metrics against which the organization can gauge whether 
or not it has been successful in its efforts. The practices listed are indicative 
or representative, and are not exhaustive or mandatory – depending on 
organizational circumstances, alternative practices may yield the same results. 

IT leaders and professionals choose the POMs that are most appropriate to 
their organization’s maturity circumstances and on which they can expend time, 
resources, and effort to best effect.

As with maturity levels, POMs are cumulative, in that lower-level POMs provide 
the foundation for adopting and succeeding with higher-level POMs. 

Capability 
Performance 
Indicators 
(CPIs)

Capability Performance Indicators (CPIs) are those business and operational 
performance indicators that relate directly to a specific Critical Capability. CPIs 
are designed to help to make connections between business goals, capability 
improvement targets, and business outcomes. These are used to help IT leaders 
and professionals to better understand their organization’s progress in relation 
to expected process outcomes, and to complement day-to-day monitoring, 
control, and actions.

The CPIs are grouped into the balanced scorecard segments (financial, process, 
customer, learning and growth) in order to provide a more holistic view of the 
target capability improvement. Individuals and teams select a small number of 
CPIs that are relevant to their improvement priorities. 

A list of all CPIs is included in Appendix 3. Licensed users of IT-CMF can access 
the full details of all CPIs online via the IVI Digital Platform. CPIs are not 
included in IT Capability Maturity Framework: The Body of Knowledge Guide 
(2nd edition, 2016).

Management 
Artefacts

These are artefacts that management might use to develop maturity in 
Critical Capabilities. They include a range of templates, documents, software 
applications, and other tools that have the potential to help IT leaders and 
professionals develop their organization’s capability. 

The Capability Improvement Programme (CIP)

The Capability Improvement Programme (CIP) is a change methodology and set of tools 
developed by IVI to support organizations who are implementing IT-CMF. Working with IVI, organi-
zations can use the CIP to identify the Critical Capabilities that deliver the highest value to the 
business, and then to plan for structured improvement focused on their day-to-day operations.

Each organization undertaking a CIP will have a different business and operational context, and 
the nature, focus, and level of improvement that they seek will be different. The sophistication 
and comprehensiveness of IT-CMF accommodates different starting positions and enables 
organizations to leverage different aspects of the framework.
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Who is CIP for?
There are two key types of user who engage in an IT-CMF CIP: 

�	 Practitioners are those who play a leadership or key facilitating role in addressing the 
business issue through capability improvement. These include IT leaders and professionals 
– programme leaders, improvement team leaders, key subject matter experts, and IT-CMF 
assessors.

�	 Participants are those who need to understand the context of the CIP and who participate 
in activities and tasks related to CIP. They also include senior management and sponsors of 
CIP.

Training is available in both online e-learning format and class-based format (See Appendix 2 
for a list of available training programmes). Formal IVI examinations and certification are 
available as an option, and many organizations and individuals include certification in support 
of their quality programmes and career and professional development.

The Four Phases of a CIP
The CIP has four phases, each of which has clearly identified activities, tasks, deliverables, 
outcomes, and supporting templates directed at the achievement of capability and business 
goals. Figure 4 presents an overview of the CIP. 

CIP Phase 1: Discover
The first phase of a CIP is one of discovery that involves the leadership team in an organization 
agreeing on the business outcomes it expects to achieve with the CIP. This phase includes an 
‘initial assessment’ that is chosen from the list of available formal assessments provided by 
IVI (See Appendix 1 for a list of available formal assessments) and that is appropriate to the 
organization’s context and CIP aims.

1. Create awareness

CI
P 

Ac
tiv

iti
es 2. Complete initial

 assessment

3. Conduct capability 
 foundation workshop

4. Establish CIP

5. Train key participants

6. Mobilize capability
 improvement teams

7. Conduct mobilization
 workshop

8. Execute capability
 improvement team
 workplans

9. Conduct execution 
 review workshop

10. Scale CIP
 as necessary

11. Sustain improvements 
 in the culture

D������� D����� E������ E����

Figure 4: Overview of CIP
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Organizations that wish to start at a higher level and engage both business and IT professionals 
to create an initial CIP charter may use the rapid ‘accelerator assessment’ to help them review 
their current practices across a range of ten key business issues. And from there, they can define 
value propositions and identify the priority IT-CMF Critical Capabilities that might support them.

The ‘accelerator assessment’ is designed to be highly accessible to business professionals who 
are not necessarily technical experts, and for that reason it is organized around management 
issues rather than by the components of IT-CMF. 

Figure 5 shows the key activities, tasks, and deliverables/outcomes for the Discover phase. 

D������� D����� E������ E����

CIP task group CIP deliverables/
outcomes

Change Actions CIP Activity
Create a

climate for
change

Establish 
initial priorities

1. Create awareness
Create leadership
understanding of 
capability
management

2. Complete initial
 assessment

Identify 
improvement 
priorities

3. Conduct
 capability
 foundation
 workshop

Agree programme
establishment,
goals, and
parameters

1.1 Define the initial problem/opportunity
1.2 Complete the CIP overview
1.3 Complete the assessment type overview
1.4 Scope the initial assessment

2.1 Plan the initial assessment
2.2 Complete relevant assessment
 training modules
2.3 Complete the survey/assessment
2.4 Conduct data and information analysis
2.5 Report and present the results
2.6 Schedule relevant training

3.1 Complete pre-requisite actions
 (e.g. business goals)
3.2 Complete pre-requisite training
3.3 Conduct the workshop:
 • Review the CIP and workshop
 goals/approach
 • Agree the business/operations goals
 and outcomes
 • Agree the priority capabilities
 • Define the programme scope,
 including a pilot
 • Confirm governance and leadership
3.4 Summarize the workshop outcomes

ÿ Problem/opportunity
 statement
ÿ Leadership CIP
 knowledge
ÿ Assessment plan

ÿ Leadership CIP skills
  for assessment
ÿ Participant
 knowledge for
 assessment
ÿ Report and
 presentation on
 current and target
 capability maturity

ÿ Roles and
 responsibilities
 assignment
ÿ CIP scorecard

Increase
urgency
• Instil an urgency
 for change
• Remove sources
 of complacency

Establish
vision
• Create a vision
• Set goals and
 KPIs

• Agree the
 programme
 outline

• Establish
 change
 leadership and
 governance

Figure 5: Overview of the CIP Discover phase
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CIP Phase 2: Design
The Design phase provides clear direction for the planning, training, and mobilization activities 
required to implement the outcomes formulated in the Discover phase. IVI provides a suite of 
tools and modules to train all participants, and this phase broadens the involvement from the 
CIP leadership team to include key improvement team leaders, subject matter experts, and 
other members of the capability improvement team. 

Figure 6 shows the key activities, tasks, and deliverables/outcomes for the Design phase. 

D������� D����� E������ E����

CIP task group CIP deliverables/
outcomes

4.1  Document the business outcomes
4.2  Prepare a CIP charter 
4.3  Establish governance and the
 operating model
4.4  Appoint CIP leadership
4.5  Establish capability improvement
 teams, leads, and members
4.6  Draft a detailed programme action plan
 and roadmap

5.1  Complete ‘Core’ training for leaders
5.2  Complete ‘Passport’ training for
 team members
5.3  Complete ‘Assessor’ training for CIP leads

7.1  Review all team findings
7.2  Prioritize cross-team practice
 improvements/initiatives
7.3  Establish a CIP scorecard 
7.4  Update overall CIP and
 benefits plans
7.5  Assign responsibilities for all projects/
 initiatives
7.6  Align project change programmes with
 strategy and budget
7.7  Socialize the vision and change
 programme

ÿ Overall programme
 action plan and
 roadmap
ÿ Roles and
 responsibilities
 assignment
ÿ Change coalition
 established

ÿ Leadership CIP skills for
 implementation

6.1  Conduct team kick-off meetings
6.2  Plan the assessments 
6.3  Execute the assessments 
6.4  Draft assessment recommendations
 and a report 
6.5  Establish project benefits, metrics,
 and targets
6.6  Finalize improvement initiatives into
 individual project plans
6.7  Establish team scorecards

ÿ Participant engagement
 and drafting of project
 actions
ÿ Project statements and
 plans
ÿ Training and education
 plans

ÿ Participant
 understanding
 of strategy and
 programme actions
ÿ Programme plan and
 roadmap 

Change Actions CIP Activity

Engage the
organization

Plan the change
programme

4. Establish CIP
Establish CIP
agenda,
governance,
and change teams

5. Train key
 participants

Prepare team leads
for capability building 

6. Mobilize CI
 teams

Launch change
teams and develop
a portfolio of change
initiatives 

7. Conduct
 mobilization
 workshop

Finalize the overall
programme plan

Communicate
for buy-in
• Share the change
 vision globally
• Engage
 stakeholders

Build guiding
teams
• Gain consensus
 on the need
 for change
• Create a
 powerful
 guiding coalition
 for change

• Understand
 current
 performance
• Agree target
 performance

• Enlist teams to
 design the
 change

Figure 6: Overview of the CIP Design phase
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CIP Phase 3: Execute
The purpose of the Execute phase is to support the organization in the implementation of its 
improvement plan. This is the phase in which the capability improvement team builds and 
improves the capabilities that matter to the organization – with guidance and support from IVI 
and subject matter experts. The Discover and Design phases are about establishing what are 
the right things to do; the Execute phase concentrates on doing the right things in the right 
way at the right time. 

Figure 7 shows the key activities, tasks, and deliverables/outcomes for the Execute phase. 

Figure 7: Overview of the CIP Execute phase
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CIP task group CIP deliverables/
outcomes

8.1 Execute capability improvement
 team workplans
8.2 Implement the changes and
 improvements
8.3 Review and report on progress
8.4 Socialize the changes internally
 and externally
8.5 Conduct follow-up assessments
 to measure progress toward
 achieving the targets

9.1 Review project implementation –
 deliverables, benefits, and KPIs
9.2 Review the overall CIP –
 deliverables, benefits, and KPIs
9.3 Integrate into the IT/organization
 scorecards and the performance
 management system

ÿ Participant skills for
 implementation
ÿ Project reports
 and scorecards
ÿ Team and CIP
 scorecards
ÿ Performance
 improvements
 and KPIs

ÿ Updated programme
 and project
 statements, goals,
 and KPIs for
 scaling
ÿ Knowledge and
 skills for scaling
ÿ Measured and
 shared capability
 maturity
ÿ CIP reports
 and scorecard
ÿ Visible business
 and operational
 performance
 impact

Change Actions CIP Activity

Introduce
new practices

Implement
business changes

8. Execute
 capability
 improvement
 team work plans

Execute the
improvements
and change

9. Conduct
 execution
 review
 workshop

Refine the
programme
plan and monitor
performance

Create quick
wins
• Mobilize pilot
 projects
• Enable
 momentum
 by achieving
 initial results
 quickly
• Facilitate
 learning
• Monitor and
 report
 progress

Empower
action
• Detail the
 programme
 and projects
• Empower
 teams
 for change

• Recognize
 contributions

• Remove
 change
 obstacles
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