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Leadership Capability Maturity Model
Level definitions .

Key Level1 Level 2 Level 3 Level 4 Level 5
Measurement Initial Repeatable Defined Managed Optimizing
factors
High Level Entrepreneurial Ri ized need for Leadershi Effective leadership Leadership surplus;
Characteristics il with little and d and d ated and g
structure and future leadership. Success rewarded at various replicated throughout | focused on
dependent on few dependent on one or levels of izati organization improving people,
individuals. No two key executives, conforming with consistent products and
repeatable processes results are business needs. e across or izati
exist. repeatable in similar organization. results.
circumstances.

Each successive maturity level describes capability that delivers greater
degrees of predictability in results. Based on Carnegie Mellon's ground-
breaking IT Capability Maturity Model.

Introduction

In any organization, the development of leadership and management capabilities is critical for
achieving sustained success and delivering consistent business results. The Leadership Capability
Maturity Model (LCMM) and Management Capability Maturity Model (MCMM) are frameworks
designed to assess and improve an organization's effectiveness in developing leaders and
managers. These models are catalysts for evaluating the current state of leadership and
management within an organization and identifying areas for improvement.

Background

The LCMM/MCMM are based on an classic model developed by the Massachusetts Institute of
Technology (MIT) to measure the maturity of technology organizations. Recognizing the importance
of both leadership and management in organizational success, these models have been adapted to
focus specifically on these two categories. The distinction between leadership and management is
crucial:

e Leadership involves guiding and mentoring, focusing on long-term vision and organizational
culture.

¢ Management involves skills development and job performance, focusing on short-term
objectives and operational efficiency.

Purpose of LCMM and MCMM

¢ LCMM: Evaluates the organization's ability to build leaders and achieve organizational
excellence.
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o MCMM: Assesses the capability of individual managers to lead their teams and achieve
personal and team objectives.

Leadership Capability Maturity Model
Management Capability Maturity Model

Structure of the Models

The LCMM and MCMM are divided into several "swim lanes," each representing different aspects of
leadership and management capability. These swim lanes guide management in determining the
effort required to achieve increasing levels of predictable organizational results and objectives.

Assessing Leadership and Management Maturity

The LCMM and MCMM use a maturity scale to assess the current state of leadership and
management capabilities. This scale typically includes levels such as:

1. Initial: Processes are ad-hoc and chaotic, with little to no standardization.
2. Repeatable: Basic processes are established, but they are not consistently followed.
3. Defined: Processes are documented and standardized across the organization.

4. Managed: Processes are monitored and measured, with management actively ensuring
they are followed.

5. Optimized: Continuous improvement processes are in place, with the organization
consistently striving for excellence.

Each successive stage of the maturity models describes progress toward an "Optimized"
environment where leadership or management are in a constant state of improvement. Not every
company will want to achieve the highest level. During the assessment process, a company will be
evaluated to determine their current state of development and collaboratively decide their ultimate
objective and the effort required to transition from their current state to their desired future state.

Organizations may or may not choose to undertake the effort to achieve an optimized (continuous
improvement) stage for each swim lane, but rather choose where their efforts will bring the most
benefit to the organization. A planis built to address the current state of each competency (swim
lanes) and achieve the desired future outcomes.
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Leadership Capability Maturity Model

Level definitions -
Key Level 1 Level 2 Level 3 Level 4 Level 5
Measurament Initial Repeatable Defined Managed Optimizing
factors
High Level Entrepreneurial Recognized need for Leadership Effective leadership Leadership surplus;
Characteristics environment with little structure and demonstrated and demonstrated and management focused
structure and future leadership. Success rewarded at various replicated th h on improving people,
dependent on few dependent on one or levels of organization organization, consistent | products and
individuals. No two key tives, forming with performance organizational It:
repeatable processes Its are repeatabl busil needs. organization.
exist. in similar
circumstances.

Employee Loyalty
and Productivity

Decision-making

Financial Results

Results are either positive or
negative, but in either case
unpredictable, There are often
significant swings in financial
performance. Management
does not demonstrate
consistency in hiring,

Results are generally
positive and show some

Results show positive and
clear trends - both growth
and red in

has difficultly recognizing
key factors for success or
failure. M

revenue/profits are
predictable and can
Iy be managed.

recognizes need to develop
consistent leadership

* Non-financial decision-making or problem
Results solving. M: does
not recognize need to
* Learning and formally development
Acco il leadership skills.

Change
Management

Business Process
Improvement

Ethics and Integrity

Management does not
anticipate change demanded
by economic or market
conditions and has no formal
approach to process
improvement

organization and desires to
understand d ics of

Employees are given
appropriate levels of
authority and autonormy.
Effective leadership
devel tools and

change and how to
effectively manage it. Very
limited numbers of
employees have authority or

technigues have been
implemented at all
management positions,
Formal change

autonomy. Acco bility is
driven from the top down.

tools are
implemented. Employees
recognize accountability on
a peer level.

Results meet forecast
expectations throughout the
organization. Leadership
capability is recognized at all
levels of the company and all
management teams are
expected to participate in
developing future leaders.
Adaptation to change is
anticipated and welcomed.
Change management is
considered a key
management discipline and a
formal process is utilized
throughout the organization.
Peer and subordinates hold
one another accountable for
results.

Financial and non-financial
forecasts are highly reliable
and demonstrate ability to
anticipate market and
economic shifts. Leadership
Development is recognized
as a vital competitive
advantage. Effective
change management is
viewed as an essential
discipline. Leadership
initiative and accountability
are demonstrated and
rewarded at all employee
levels. Organization
experiences an abundance
of leaders - recognized
across their industry.

LCMM Swim Lanes

1. Employee Loyalty and Productivity: This swim lane focuses on the organization's ability to
foster loyalty and productivity among its employees. Effective leadership in this area results
in higher employee retention rates, increased engagement, and overall productivity
improvements.

2. Decision-Making: This area assesses how leaders make decisions within the organization. It
evaluates the consistency, speed, and quality of decision-making processes, ensuring that
leaders can make well-informed and timely decisions that drive the organization forward.

3. Financial Results: This swim lane measures the impact of leadership on the organization's

financial performance. It examines how leadership decisions and strategies influence
revenue, profitability, and cost management, aiming to achieve strong financial outcomes.

4. Non-Financial Results: Beyond financial metrics, this area evaluates the effectiveness of
leadership in achieving other important organizational goals, such as customer
satisfaction, employee well-being, and community impact. It encompasses various
qualitative and quantitative non-financial indicators of success.

5. Learning and Accountability: This swim lane assesses the organization's culture of learning
and accountability. It focuses on how leaders promote continuous learning, knowledge
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sharing, and accountability for results. Effective leadership in this area leads to a culture of
improvement and personal development.

6. Change Management: This area measures the organization's ability to manage and

implement change effectively. It evaluates how leaders plan, communicate, and execute
change initiatives, ensuring that the organization can adapt and thrive in a constantly

evolving environment.

7. Business Process Improvement: This swim lane focuses on the organization's commitment
to improving business processes. It assesses how leaders identify opportunities for process
enhancements, implement improvements, and sustain gains, leading to increased
efficiency and effectiveness.

8. Ethics and Integrity: The leader sets the example for the entire team. Adhering to core
values personally is essential to motivate and demonstrate the culture of the organization.

Itis critical that a leader reinforces cultural expectations through personal actions.

Management Capability Maturity Model

Level definitions

few individuals. No
repeatable processes
exist.

two key executives,
results are repeatable
in similar
circumstances.

conforming with
business needs.

performance across
organization.

Key Level 1 Level 2 Level 3 Level 4 Level 5
Measurement e 3 P
Initial Repeatable Defined Managed Optimizing
factors

High Level Entrepreneurial Recognized need for Leadership Effective leadership Leadership surplus;

Characteristics environment with structure and demonstrated and demonstrated and management focused
little structure and leadership. Success rewarded at various replicated throughout on improving people,
future dependent on d dent on one or levels of organization organization, consistent | products and

organizational results.

Management of:

Results are either
positive or negative,
but in either case

+Customers focus

= Integrity

*Processes

*Self
unpredictable. There
are often significant
s+Team X . .
swings in financial
performance.
*Communications Management does not
demonstrate
*Decision-making istency in hiring,
decision-making or
*Planning problem solving.
Management does not
recognize need fo
*Growth formally development
X leadership skills.
*Innovation Management does not
anticipate change
*Results demanded by

economic or market
conditions and has no
formal approach to
process improvement

Results are generally
positive and show some
consistency.
Management has
difficultly recognizing
key factors for success
or failure. Management
recognizes need to
develop consistent
leadership capabilities
throughout organization
and desires to
understand dynamics of
change and how to
effectively manage it.
Very limited numbers of
employzes have
authority or autoncmy.
Accountability is driven
from the top down.

Results show positive
and clear trends — both
growth and reductions
in revenue/profits are
predictable and can
generally be managed.
Employees are given
apprepriate levels of
authority and autoncmy.
Effective leadership
development tools and
technigues have been
implemented at all
management positions.
Fermal change
management tools are
implemented.
Employees recognize
accountability on a peer
level.

Results meet forecast
expectations throughout
the crganization.
Leaderzhip capability is
recognized at all levels of
the company and all
management teams are
expected to participate in
developing future
leaders. Adaptation to
change is anticipated and
welcomed. Change
management is
considered a key
management discipline
and a formal process is
ufilized throughout the
organization. Peer and
subordinates hold one
another accountable for
results.

Financial and non-
financial forecasts are
highly reliable and
demonstrate ability to
anticipate market and
economic shifts.
Leadership
Development is
recognized as a vital
compefitive advantage.
Effective change
management is viewed
as an essential
discipline. Leadership
inifiative and
accountability are
demonstrated and
rewarded at all
employee levels.
Organization
experiences an
abundance of leaders —
recognized across their
industry.
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Management Capability Maturity Model
MCMM Swim Lanes

1. Self: This swim lane focuses on a manager's ability to understand and manage their own
behavior, emotions, and development. It includes self-awareness, self-regulation, and
personal growth, which are foundational for effective leadership.

2. Team: This area assesses how managers build, develop, and lead their teams. It includes
team dynamics, motivation, conflict resolution, and fostering a collaborative team
environment.

3. Communications: This swim lane evaluates a manager's communication skills, both within
the team and with external stakeholders. Effective communication is essential for clear
expectations, feedback, and relationship building.

4. Decision-Making: This area focuses on a manager's ability to make timely and informed
decisions. It assesses decision-making processes, risk assessment, and the ability to
balance short-term and long-term considerations.

5. Planning: This swim lane assesses a manager's ability to plan and organize work effectively.
Itincludes setting objectives, resource allocation, time management, and contingency
planning.

6. Growth: This area evaluates a manager's ability to facilitate the growth and development of
team members. It includes coaching, mentoring, training, and career development
planning.

7. Results: This swim lane focuses on a manager's ability to achieve desired outcomes. It
includes performance management, setting and achieving goals, and measuring and
reporting results.

8. Innovation: This swim lane focuses on encouraging managers to foster a culture of
innovation and creativity within their teams. It includes promoting new ideas, supporting
experimentation, and integrating innovative solutions into the business.

9. Customer Focus: This area assesses how managers ensure that their teams prioritize and
address customer needs and satisfaction. It includes understanding customer
requirements, delivering high-quality service, and continuously improving the customer
experience.

10. Integrity: This swim lane evaluates a manager's commitment to ethical behavior and
integrity in their practices. It includes promoting ethical standards, ensuring compliance
with regulations, and fostering a culture of trust and honesty.

11. Processes: This area focuses on optimizing processes and improving operational efficiency.
Itincludes identifying inefficiencies, implementing best practices, and leveraging
technology to enhance productivity.
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Case Study: Implementation of LCMM and MCMM in a For-Profit Company

Background

Our example BrightFuture Tech, a mid-size technology firm with 500 employees, faced significant
challenges in leadership and management development. High employee turnover, inconsistent
team performance, and a lack of structured leadership development were hindering the company’s
growth and profitability.

Challenges Before LCMM and MCMM Implementation

High Turnover Rates: Many employees were leaving the company within their first year,
citing lack of career growth and poor management.

Productivity Issues: New hires were taking longer to become productive due to insufficient
onboarding and training programs.

Inadequate Incentives: The company's incentive programs were not effectively motivating
employees or aligning with business goals.

Profitability Concerns: Due to the issues above, the company struggled with maintaining
consistent profitability and achieving financial targets.

Benefits of LCMM and MCMM Implementation

1.

Reduced Turnover: By focusing on Employee Loyalty and Productivity within the LCMM,
BrightFuture Tech developed targeted leadership programs that improved manager-
employee relationships and career development opportunities. This led to a significant
reduction in employee turnover rates, with retention improving by 30% within the first year.

Accelerated Productivity of New Hires: Utilizing the Growth and Planning swim lanes within
the MCMM, the company revamped its onboarding and training programs. New hires
became productive more quickly, with the average time to full productivity decreasing by
40%.

Enhanced Incentive Programs: Through better Decision-Making and Learning and
Accountability swim lanes, BrightFuture Tech implemented more effective incentive
programs that aligned with both individual performance and organizational goals. This
increased employee engagement and motivation, leading to higher performance levels.

Improved Profitability: The focus on Financial Results and Business Process Improvementin
the LCMM helped the company identify and implement efficiency improvements. Coupled
with the overall enhancement of leadership and management practices, BrightFuture Tech
saw a 25% increase in profitability over two years.
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LCMM Key Features =

Maturity High Level Key Maturity Best
Levels Characteristics Measurement Indicators Practices
Factors
Levels 1-5 Capabilities Quantifiable Markers Proven
nitial demonstrated metrics which leadership
such as shared established for characterize practices which
Repeatable decision-making, measuring each have shown
effective implementation successive cross-industry
Defined . ; . .
leadership and increase in success in
Managed development, effectiveness of leadership delivering
Optimizing consistent sl‘(llls Ieaderstup capability predlf:table and
training, business categories. sustainable
process organizational
improvement results.
implemented.

Conclusion

The Leadership Capability Maturity Model (LCMM) and Management Capability Maturity Model
(MCMM) offer comprehensive frameworks for developing strong leaders and managers within
organizations. The case of BrightFuture Tech illustrates the tangible benefits of adopting these
models, including reduced turnover, accelerated productivity of new hires, enhanced incentive
programs, and improved profitability. By assessing and improving their leadership and management
capabilities, organizations can achieve sustained success and deliver consistent business results.
Implementing these models provides a clear roadmap for achieving excellence in leadership and
management, ultimately leading to a more resilient and high-performing organization.
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