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Introduction

One of the newest and most promising ideas 

opening new ways to the development of 

the management thinking and science is a 

process-focused approach to the activity of 

an organization. Porter (1985), Davenport, 

Short (1990), Hammer (2007), Champy 

(1993), and Zairi (1997) state that the or-

ga nizations are managed much more 

efficiently when the process-focused 

approach is used. 

Management of most organizations in 

Lithuania is of a functional type (Lodienė, 

2007), though the organizations operating 

on the basis of process-focused manage-

ment principles are dominating in West-

ern Europe and North America already for 

about two decades, where all the activities 

are managed on the basis of process-fo-

cused approach. 

Process-focused approach is most often 

started to be mastered by Lithuanian orga-

nizations, which are implementing quality 

management systems complying with in-

ternational standards. According to data of 

the Lithuanian standardization department 

as of 1 April 2010, 1027 organizations are 

operating in Lithuania in the industrial, ser-
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vices, and public sectors, which use a cer-

tified quality management system meeting 

the requirements of ISO 9001 standard. 

Business processes of the organizations 

which are managed on the basis of process-

focused principles reflect the main purpose 

of the organization since the organization 

is basically composed of the processes un-

der implementation rather than of the sold 

products or provided services. In other 

words, the management of the processes 

(activities) is the core of the business man-

agement. However, in this case the pro-

cesses as well as the results obtained could 

lack necessary maturity and stability.

The organizations applying process ma-

nagement methods understand business 

processes as objects and strategically im-

portant assets. In such case the processes 

require larger single investments and ef-

forts for the development of their maturity, 

because the goal is to develop the whole 

business management system rather than a 

separate process. 

However, the decisions of the board 

should be based also on the principles dic-

tated by the financial market, the organi-

zation managers should know what gross 

benefit and when it will be obtained on 

the basis of initiated changes in individual 

processes, which always require different 

additional resources. With the improve-

ment of processes, when just a single pro-

cess is being improved the moment comes 

also when further improvement actions do 

not yield higher benefit, and the efficiency 

of the process, or even of the activity of the 

whole organization, is increased insignifi-

cantly. It is important to find the rational 

way of the organizational improvement, 

i.e. the optimal maturity level of differ-

ent processes which would yield possibly 

maximum benefit to the organization. 

The main subject of this article – practi-

cal application of the Hammer Organiza-

tion and process maturity model (hereinaf-

ter – PEMM). 

Scientific problem of an article – appli-

cation of the PEMM methodology for the 

implementation of the balanced develop-

ment needs of the organization. 

Goal of this article – to present the ap-

plication guidelines of an extended Ham-

mer PEMM, defining the steps necessary 

for the practical application of the process-

focused approach, in order to develop and 

improve balanced and uniform activity in 

the organizations. 

Methodology – an article was prepared 

on the basis of systemic analysis of the 

scientific sources on the considered topic 

and the results of research performed by 

the author on the improvement of the or-

ganization and process maturity model. A 

simulation method was used to determine 

the guidelines of application of the PEMM 

model.

Hammer Organization and process 

maturity model 

American scientist Hammer noticed that 

many companies which tried to rejuve-

nate themselves by creating or redesign-

ing business processes have made slow 

or little progress. All change projects are 

tough to pull off, but process-based change 

is particularly difficult. 

2001 Hammer started a research project 

to develop a process implementation road 

map which would help executives compre-

hend, plan, and assess process based trans-

formation efforts. At 2007 framework was 



123

THE GLOBAL CHALLENGES FOR ECONOMIC THEORY AND PRACTICE IN CENTRAL AND EASTERN EUROPEAN COUNTRIES

presented, and originally called the Process 

and Enterprise Maturity Model (PEMM), 

shown in figure 1. PEMM centres on five 

characteristics that enable any process to 

perform well on a sustained basis and four 

enterprise capabilities that allow processes 

to take root (see table 1 „Process enablers 

and organization capabilities“).

Five essential characteristics that enable 

any process to perform well are:

A process must have a well-specified 1) 

design; 

The people who execute the process, 2) 

the performers, must be skilled;

There has to be an process owner, a 3) 

senior executive who has the respon-

sibility and authority to ensure that 

the process deliver results; otherwise, 

it will fall between the cracks. 

The company must align its infra-4) 

structure to support the process; 

Company must develop and use 5) 

the right metrics to assess the per-

formance of the process over time; 

otherwise, it won’t deliver the right 

results. 

These enablers give a process the po-

tential to deliver high performance. Also 

worht to mention that the enablers are mu-

tually interdependent. 

Hammer defined four levels of pro-

cess strength (P-1, P-2, P-3, and P-4). The 

stronger the enablers, the better the results 

the process can deliver on a sustained ba-

sis. The enablers’ strengths determine how 

mature a process is. 

In order to develop high-performance 

processes, companies need to possess or 

develop organizational capabilities in four 

areas: leadership, culture, expertise and 

governance.

Figure 1. Process and Enterprise Maturity Model (created by author according to Hammer 

PEMM)
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PEMM practical application

Direct application of the Hammer PEMM 

model in practice does not justify fully the 

organization’s expectations. Process matu-

rity was assessed by the public company 

National blood center on the basis of the 

PEMM model. It was established that the 

results of assessment of the process matu-

rity level could be estimated by means of 

targeted sections, and to simulate the op-

tions of the process improvement on the 

basis thereof, however, numerous such 

sections exist and it is not clear which one 

should be selected and how to realize it in 

practice. Besides, the Hammer PEMM is 

not based on the classical financial mar-

ket management principles, as it is only 

practical method to determine the maturity 

level. Using this model it is possible to de-

termine existing organization process ma-

turity level and to determine goals for each 

process maturity level. The PEMM model 

does not provide recommendations, meth-

ods, and priorities to reach such goals. In 

order to ensure the development of rational 

and optimal maturity of the organization’s 

processes and quality level, application of 

the model requires broader adaptation of 

this model and its application guidelines, 

trying to link it with the financial and other 

assessment indicators of the processes. 

Proposed application guidelines of the 

PEMM consist of ten stages, with the fol-

lowing logical sequence: existing situation, 

possible situation, and aspired situation 

(see Figure 2). More detailed description 

of the application guidelines of the PEMM 

follows:

(1) Assessment of the maturity level of 

existing processes. The goal of the first 

stage is to collect reliable information 

about existing situation. The following 

ways of the process maturity assessment 

are proposed: to interview the employees 

using the process maturity level assess-

Table 1. Process enablers and enterprise capabilities (Hammer, 2007)

Five process enablers

Design: The comprehensiveness of the specification of how the 

process is to be executed.

Performers: The people who execute the process, particularly in terms of 

their skills and knowledge.

Owner: A senior executive who has responsibility for the process 

and its results.

Infrastructure: Information and management systems that support the 

process.

Metrics: The measures the company uses to track the process’s 

performance.

Four enterprise capabilities

Leadership: Senior executives who support the creation of processes.

Culture: The values of customer focus, teamwork, personal 

accountability, and a willingness to change.

Expertise: Skills in, and methodology for, process redesign.

Governance: Mechanisms for managing complex projects and change 

initiatives.
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ment matrix created by Hammer or com-

piling simplified questionnaire according 

to the work specifics, to perform the pro-

cess audit following the PEMM matrix. 

The results about the maturity level of 

all organization’s processes will be more 

reliable if all process owners, process per-

formers, and organization’s management 

will be interviewed.

After collecting information about the 

organization’s brand, the process maturity 

analysis is performed the goal of which is 

to determine maturity level of the process-

es and their enablers. 

Common maturity level of all process-

es is determined according to the process 

having reached the lowest maturity level. 

If at least one process is on the lower level, 

the maturity assessment of all processes 

drops, and that does not allow reaching 

higher maturity level.

(2) Analysis of the process maturity, de-

termination of the maturity level. Data of 

the summary table are used for the analysis 

of the process maturity level. It can be ana-

lyzed by means of different targeted sec-

tions in accordance with several aspects:

– it is possible to determine least and 

most mature processes;

– weaknesses of each process are deter-

mined separately, authorizing in this 

way to improve and raise the matu-

rity level of each individual process;

– it is possible to determine the least 

developed enablers of the process 

maturity level, which do not let the 

organization’s processes to reach 

higher maturity level.

– it is possible to determine the weak-

est organization’s processes which do 

not let the common maturity level of 

the organization’s processes to reach 

higher level;

– it is possible to determine and com-

pare the maturity of the main and 

auxiliary processes.

(3) Selection of options to improve pos-

sible processes. It is possible to select sev-

eral options of the process improvement, 

but only one option is selected taking into 

account strategic goals of an organization 

and expected benefit. The following main 

options are possible:

– increase of the maturity level of the 

main process;

– increase of the maturity level of sev-

eral processes;

– increase of the maturity level of the 

weakest process or increase of the 

maturity level of the enablers of the 

least developed processes.

(4) Modelling of the process (es). It is 

necessary to model the processes or en-

ablers of different maturity levels in order 

to plan the optimal maturity level process. 

For example, the process “x” is of the sec-

ond maturity level; with the modelling of 

this process it should appear on the third or 

fourth level.

The modeling helps to identify the 

problems, restrictions, obstacles for the 

development of the processes, and to find 

optimal solutions in order to improve the 

operation of the whole system.

When improving the processes accord-

ing to the PEMM, it is proposed to use 

the process flow diagrams and IDEF0 or 

IDEF3. The simulation result is the cre-

ation of the schemes of different maturity 

level processes.

(5) Determination and measurement of 

the process assessment criteria. It is pro-
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posed to determine the process assessment 

indicators following the activity measure-

ment system model created by Zairi and 

Sinclair (1995). The advantages of appli-

cation of this model are as follows: the 

activity measurement system will be coor-

dinated with the process measurement sys-

tem, the critical success factors and main 

activity indicators will be taken into ac-

count, and the whole system will be linked 

to the organization’s strategy and goals, as 

well as with the action plans. 

It is proposed to determine the follow-

ing universal process assessment criteria: 

the process costs, process quality, process 

duration, and satisfaction of the process 

clients. These indicators are interdepen-

dent, so the priority should be determined 

according to the organization’s strategy. 

(6) Planning of the process maturity 

increase. After determination of the fac-

tors which are missing, the plan of actions 

and measures is prepared in order to reach 

higher maturity level and necessary invest-

ments are calculated.

(7) Calculation of investments. Calcu-

lation of investments is a very individual 

task depending upon many criteria. How-

ever, the standard project management 

steps should be used in principle for the 

calculation of investments. It is not recom-

mended to restrict oneself in the PEMM 

model with any one of the project manage-

ment methodology or good practice. Any 

project management methodologies can be 

used according to the needs of an organi-

zation or provider of services. However, it 

is important that the main steps would be 

performed which are used during the pre-

design and planning phases of many proj-

ect management methodologies. The main 

goal of this step in the end to have a project 

plan with calculated effort.

(8) Simulation of processes and (9) 

analysis of results. Assessment indicators 

of existing processes are measured before 

the process simulation. This stage is neces-

sary to ensure possibility later to compare 

the indicators of existing processes with 

the possible results of the indicators of the 

processes of higher maturity levels.

The stage of analytic simulation follows 

the simulation of processes and measure-

ment of the indicators of existing process-

es, the goal of which is to create a dynamic 

view of the process, and to record the ef-

fect upon the measurement indicators of 

the processes. 

Analytical Hierarchy Process method 

(AHP) allows converting both quantity and 

quality results of indicators into the com-

mon single quantity process assessment. It is 

proposed to find maximum value of the ra-

tio between determined process assessment 

results and required investments in order to 

determine optimal process maturity level.

Namely, the proposed AHP method 

helps to evaluate the importance to the 

process of each process assessment criteri-

on, or its weight. Also, this method allows 

systemic assessment of all process assess-

ment criteria, since after evaluating the im-

portance of each criterion it is possible to 

obtain general expression, or a single fig-

ure which could be compared with the pro-

cess simulation options for each maturity 

level. In other words, this method allows 

transforming the quality evaluation of the 

process assessment criteria into a quantity 

evaluation. Also, with the assessment of 

several figures it will be possible to decide 

which process improvement option is an 
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Figure 2. Application guidelines of the PEMM method (created by author)

standa
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optimal one according to determined as-

sessment criteria.

(10) Selection of optimal option. Opti-

mal maturity level of the processes can be 

determined by the return on investments 

and changes of the results of the process 

measurement indicators.

The application guidelines of the cre-

ated PEMM method let the organization 

to determine and select an optimal process 

maturity level and improvement option. 

Diagram of the application guidelines of 

the PEMM method is shown in Figure 2. 

The goal of the application guidelines 

of the created PEMM method is to find 

an optimal process improvement option. 

Optimal maturity level of the processes is 

determined by the highest value of ratio 

between determined process assessment 

results and required investments. Gener-

ally speaking, an option of the process 

improvement and maturity increase is se-

lected according to the payback of invest-

ments and the greatest benefit.

Conclusions

Universal Hammer PEMM model was 

selected as a basic one for the assessment of 

the process maturity level, due to it allows to 

determine easily and accurately the maturity 

level of the organization and processes and 

PEMM does not require that the process 

would contain any specific features.

Hammer PEMM model was extended in 

order to ensure the development of rational 

and optimal organization’s processes and 

quality maturity level. Also were devel-

oped its application guidelines, to link the 

financial and other assessment indicators 

of the processes.

The extended Hammer PEMM model 

includes the Zairi, Sincliar models, to-

tal quality management principles, and is 

based on the activity measurement system 

model, and is structurized according to the 

PDTV cycle, on the ISO 9004:2009 stan-

dard, IDEF standard family of the simu-

lation and functional representation of the 

processes, and analytical hierarchy process 

method (AHP). Using extended PEMM is 

possible to adjust the process assessment 

criteria with the organization’s strategic 

goals, and to ensure one of the main prin-

ciples of the process-focused organization 

– processes assessment criteria should be 

agreed upon with the organization’s strat-

egy, its goals, mission, vision, and main 

indicators of the activity”. 

Expanded Hammer PEMM allows the 

optimal development of an organization and 

maturity of its processes. And it is expected 

that an efficient and broad process assess-

ment system can be developed following 

the PEMM model which was created

The defined application guidelines of 

the selected and extended PEMM (practi-

cal application of the extended organiza-

tion and process maturity model) set all 

the steps necessary for the actual practical 

application of the extended PEMM within 

the organization using the process-focused 

approach. The PEMM model which was 

created allows determining and simulating 

the maturity level of each process accord-

ing to selected criteria, and determining 

which process maturity development level 

is an optimal one to the organization, which 

would bring maximum benefit according to 

required investments. One of the most im-

portant principles of good business prac-

tice is implemented in this way, meaning 

that correct decisions of the board should 

be based also on the principles dictated by 

financial market.
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