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Every year, organisations spend millions of dollars on operational 
change initiatives and IT projects, but much of the potential value 
of these initiatives is missed, lost or destroyed. The actual value 
realised, then sustained, depends on the organisation’s capability 

to implement the project. When an organisation can, for the 
same cost, realise three or more times the returns achieved by its 
competitors, it has a competitive edge that flows through to its 

bottom line. 

- the next competitive 
battleground 

project delivery
capabi l i ty

u n d e r s t a n d i n g



Jed Simms, Founder and Executive Chairman of Capability 

Management, has pioneered the focus on project delivery 

capability as a competitive weapon. Born in Britain, Jed has 

lived and worked in Europe, the Middle East and, for the past 

30 years, in Australia. The project-related positions he has held 

include analyst, project manager, sponsor, steering committee 

member, investment management committee member, PMO 

Manager, CIO and business line manager. The industry sectors 

he has worked in include utilities, manufacturing, insurance, 

banking, telecommunications, and services, and he has consulted 

to many more.

Jed is a former Asia-Pacific IT Strategist for The Boston 

Consulting Group and led worldwide studies into what drives 

and destroys project value. Through these studies he discovered 

and quantified the correlation between the maturity of an 

organisation’s capability to direct and manage projects and the 

financial returns it receives over time. Using these findings, 

he developed a suite of approaches and methodologies 

(Programmes) to help organisations to quickly learn for 

themselves how to increase their capability and consistently get 

extraordinary value from their projects. 

Professor James McKinney of Harvard Business School rated 

Jed’s work as “World class, three to five years ahead of the 

competition.” The Australian Information Industry Association 

recognised his Programmes as one of Australia’s “Outstanding 

Product Innovations” in 2004.

An awarded public speaker in Australia and internationally, Jed 

has written extensively on how business can better use IT. His 

latest book, The Search, written as a novel, provides business 

executives with the knowledge they need to confidently and 

successfully direct and manage IT. He has also published more 

than 60 articles and a series of eBooks.
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 Boards and executives continue to be frustrated and 
puzzled by the short fall in benefits and value provided  
by their projects. this (significant) loss of value is a 

result of deficiencies in their project delivery capability.
Worldwide research, conducted by Jed simms, the author 

of this paper, at the Boston Consulting group (BCg) and fur-
ther developed at the australian consulting firm Capability 
Management, found there is a direct and measurable corre-
lation between an organisation’s capability to direct, control 
and complete projects and the level of business benefits it 
realises and sustains.

there are five levels of capability maturity. they describe 
the business project delivery capabilities1 that exist within an 
organisation.

the research found that, on average, a project’s return on 
investment increased exponentially at each maturity level. 
this makes a business’s relative project delivery capability 
a critical competitive factor. Organisations with mature 
(Levels 4 or 5) capability can, for the same cost, effort and 
organisational disruption:
n  achieve measured dollar returns at least two to three times 

those of organisations at maturity Levels 3 and 2 respec-
tively.

n  reduce their project risks and probability of failures.
n  Consistently rely on achieving the expected business  

outcomes and benefits.
n  Complete projects faster, with early progressive realisation 

of business benefits.
n  use their key and scarce resources, time and expertise 

more effectively. 
these successful outcomes will create a sustainable, long-

term cost advantage over competitors.
Most organisations are at project delivery maturity  

Executive Summary
Level 22. this means that, in time, they will break even on 
their project investments (despite what their business cases 
say). For every $1 million invested in projects they will  
generate a return of $1 million. that is not a great return on 
investment! 

their competitors at maturity Level 4 will be consistently 
reaping $3 million for every $1 million invested and such a 
disparity can quickly damage a company‘s competitiveness 
-an organisation’s capability maturity level has become a key 
factor in competitive differentiation. 

to mature by evolution from one level to the next takes 
most organisations between five and 15 years3. 

the use of most consultants will help only marginally 
because their capability is usually at Level 2 or Level 3. 

an organisation’s alternative way forward is to leap levels 
of maturity (from, say, Level 2 to Level 4) to quickly gain its 
own competitive advantage.

evidence has shown that in-house staff equipped with 
Level 4 processes and tools can immediately achieve a  
quantum increase in project results -consistently outstrip-
ping the value gained through using even brand-name con-
sultants.

Because of the high cost of implementing projects,  
companies must focus on realising the exponential returns 
available. 

Project delivery capability is the new competitive  
battleground.

1 these are quite distinct from the grading of it development processes as described 
in the software engineering institute (sei) maturity model.
2 at the beginning of the 1990s most companies were at maturity Level 1. Projects 
were haphazardly managed and their results depended almost entirely on who was 
leading them. Consistency of results was unknown.
3 Most companies that were at Level 1 in 1990 are only now gaining Level 2 
maturity.
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Key Points

1Worldwide research has found that the returns and 
results an organisation achieves from its projects 

and other initiatives are directly dependent on the 
organisation’s level of capability to deliver a business 
project -its maturity level.

2 The greater the capability maturity, the greater the 
exponential increase in the level and value of results 

achieved (and therefore the return on investment); the 
greater the reduction in the level of project risks (and 
associated project failures); and the faster the realisation 
of benefits and projects, enabling more projects to be 
completed over a given time.

3 There are five measurable levels in the Business 
Project Delivery Capability Maturity Model. This 

maturity model is quite distinct from the Software 
Engineering Institute (SEI) model for grading software 
delivery skills.

4 A business’s maturity level is determined by the type 
and nature of processes being used, the knowledge, 

attitudes and skills of the management and staff, the 
nature and effectiveness of the supporting environment, 
the availability and usefulness of the project delivery 
tools, and the effectiveness and appropriateness of the 
outcomes achieved. 

5 Most organisations today are at capability maturity 
Level 2. At this level most projects miss, lose or destroy 

more benefits than they provide.

6 Most consulting organisations today are only 
achieving outcomes for clients at capability 

maturity Levels 2 or 3.

7 An organisation’s lack of a mature capability for 
project delivery is often a major and consistent 

destroyer of shareholder value.

8 If relying on just trial and error, it would take 
between five and 15 years to evolve from one 

capability maturity level to the next by gradually 
developing an understanding of what is possible.

9 Instead, an organisation can fast-track its 
capability maturity Level 4 by learning, adopting 

and using Level 4 processes and tools. These processes 
are significantly different to the conventional 
approaches used in project delivery.

10Organisations at Level 4 can create a 
sustainable cost advantage as they reap project 

benefits at least two to three times those of their 
competitors and for less cost. 

 11 Adopting Level 4 techniques achieves an 
immediate and substantial competitive 

advantage.



 The concept of it elements maturing through stages 
has been around for more than 25 years, since 
norton wrote his famous (but now very dated)  

article, Managing the four stages of EDP growth4. in more recent 
years the software engineering institute (sei, otherwise 
known as CMM, the Carnegie Mellon Model) defined a five-
level maturity model for software development processes. 
these sei standards define cumulative levels of discipline and 
sophistication in the nature and use of software development 
processes. 

Many it shops around the world are endeavouring 
to attain accreditation at varying levels of sei software  
maturity. to move from one sei stage to the next takes at 
least one year and sometimes three to five. 

as you advance through the sei stages, the level of 
repeatability in the processes increases and the incidence of 
unforeseen problems diminishes. the software development 
approach becomes more predictable and reliable.

the sei model only applies to software development tasks, 
not to the surrounding business project delivery tasks that 
actually provide the value and benefits. 

this gap has now been filled by Capability Management’s 
Business Project delivery Capability Maturity Model.

The challenge
in the early 1990s the founder of Capability Management Pty 
Ltd, Jed simms, conducted research into the all-too-common 
phenomenon of companies getting little value from their it 
expenditure. this was, and still is, a worldwide situation, as 
illustrated by Massachusetts institute of technology’s 1990 
survey of 415 CeOs across the us, europe and australia, in 
which all stated that they were not getting value from their 
investments in it.

His initial research found the real drivers of project value 
were in the hands of the business, not it, and, therefore any 
company wanting to increase the value it gained from it 
projects would have to address its business drivers, 
including: 
n the it strategy being followed.
n	the projects selected to be carried out.
n How well the business changes were managed.
n How well the systems were used, once installed.

Over the next few years Jed led and participated in 
a number of the Boston Consulting group’s worldwide 
projects related to the business value of it and then further 
developed his findings while at Capability Management.

The Capability Model development process
the initial BCg research showed that, to be effective in man-
aging it projects, business management had to be good at 
directing, controlling and managing projects across seven 
areas of capability. Moreover, these seven areas were mutu-
ally supportive (“virtuous”) -a deficiency in any one would 
adversely affect the performance of the other six.

For example, if the it strategy capability was deficient, 
even if the strategy-execution capabilities were perfect,  
management would be implementing the wrong strategy! 
similarly, if the “project prioritisation” capability was  
deficient, the company would be implementing lower-level 
priority projects and missing out on higher-priority, and 
therefore high-value, projects.

Further research across 132 australian manufacturing 
firms found a series of common levels of project delivery 
capability maturity that directly correlated to the project 
value being achieved. it was found that different companies 
displayed common ways of managing projects and that these 

Background
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changed and matured in a consistent manner across all of the 
project delivery capability dimensions.

initially when the research looked at the business side 
of a project, a very clear correlation became apparent. 
Organisations where the executive team were not involved 
but expected “it to deliver” always had  negative results. 
Organisations where the executive team took control of 
the projects and drove them to achieve specific business 
outcomes -treating the technological aspects of the project as 
subordinate to the business needs -always achieved positive 
results.

But it was not as simple as that. in many cases where the 
executive team were involved in the project, and allocated 
business staff to them, the results were still only marginally 
positive. Whereas in other organisations, where superficially 
the same level of business involvement was in place, the 
results were significantly better.

Further investigation by Capability Management found 
that there were a series of measurable patterns in behaviour, 
methodology, skills-sets and other factors that correlated 
directly to the business results. these levels of measurable 
business project delivery capability maturity determined the 
results achieved. Capability Management was therefore able 
to identify and define five levels of business capability matu-
rity that could be correlated to the level of project results 
achieved over time.
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An organisation’s level of capability 
maturity directly determines its likely 
return on investment.

4 C.F. gibson and r.L. nolan, Managing the four stages of edP growth, Harvard 
Business review (January-February 1974)
5 nicholas Carr clearly described technology’s lack of sustainable competitive 
advantage some 10 years later in it doesn’t matter, HBr May 2003.

From Capability Management’s concurrent work on the 
bottom-line contribution of it systems, we were able to  
correlate the value and benefits to be expected from each 
level of maturity. these returns were found to increase expo-
nentially from negative at Level 1 to five or more times the 
level of investment at Level 5.

it became possible to measure an organisation’s level of 
project delivery capability maturity and, therefore, predict 
with a high degree of certainty the average financial returns it 
would get from project investments.

an organisation’s level of project delivery capability 
maturity directly determines its likely return on investment.

it is significant that the value of the project results 
increased exponentially at each level of maturity (see chart 
on page 13: when the big returns kick in). this finding 
redefined the competitive opportunity from being the use 
of a specific technology5 to being how the technology was 
applied, implemented and used. a company could use the 
same technology as its competitors, but by having a more 
mature level of project-delivery capability, it could generate a 
significant and sustainable advantage.

By sustainable we mean that once your competitors 
have implemented their systems it is difficult and costly for 
them to re-implement these systems quite differently. For 
competitors implementing after you, if they don’t have the 
level of capability to deliver the same level of results, they are 
more likely to fail than succeed if they attempt to achieve any 
level of results beyond their capability level. either way your 
advantage is sustained. 
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The Capability Maturity Model
 A lthough the original work on the Business Project 

delivery Capability Maturity Model was conducted 
in relation to it projects, subsequent work conducted 

by Capability Management has shown that the same maturity 
model and characteristics relate to all types of business 
project delivery capabilities and processes. For example, there 
are several approaches to undertaking process improvement, 
and these also can be mapped to the maturity model.

LEvEL 1: Process mapping
sets of process modelling tools exist that are used for 
process mapping. this approach does not usually include 
a means to turn the resultant process map outcomes into 
business results, or even performance improvements. this 
improvement process is at maturity Level 1 in that there is 
a lot of activity involved but little tangible business reward. 
Many process tool sets provided by “brand name” consultants 
fall into this category.

LEvEL 2: Activity-based analysis
this activity-based approach analyses each step of each 
process, assigns estimated costs and then eliminates “noise” 
and “waste” to reduce the complexity and cost of the process. 
this approach is a characteristic of maturity Level 2 in that it 
is all about numbers and improving process efficiency, rather 
than improving operational effectiveness or performance.

LEvEL 3: Six Sigma
six sigma looks for the root causes of process problems 
(“defects”) and solves them in the belief that this will improve 
the overall effectiveness of the process. this approach is at 
maturity Level 3 in that, although the process is improved, 
the purpose and value of the process is often not questioned. 

it is quite easy to improve the process by solving problems 
that should not exist.

LEvEL 4: Business simplification
a true business-simplification approach systematically takes 
the current processes apart to discover their strategic intent 
and the determinants of customer value, so the resultant 
outcomes move the business to a new level of performance. 
this approach is a characteristic of maturity Level 4 in 
that it realigns processes to the organisation’s strategy and 
customer expectations, and questions the value of each 
and every process step. the focus is on improving business 
performance, not just process efficiency.

LEvEL 5: Simplification centre of excellence
When the simplification techniques are embedded in how the 
business approaches challenges and change to become a cen-
tre of excellence, it has reached maturity Level 5.

Building BlocKs made simPle

Put s imply ,  the Pro ject  Del ivery  Capabi l i ty  Matur i ty 
Model  i s  about  the knowledge ,  sk i l l s ,  tools  and other 
support  mechanisms required for  any g iven scenar io .
To bui ld  a  garden shed you require  only  bas ic  tools , 
sk i l l s  and knowledge .  A handyman’s  pro ject .  To 
bui ld  your  own one-storey home,  you require  more 
advanced tools ,  sk i l l s  and knowledge .  When i t  comes 
to bui ld ing a  40-storey office/apartment b lock , 
even those with wel l-honed bui ld ing sk i l l s  can find 
themselves  out  of  thei r  depth . 
Bui lders  who move outs ide thei r  capabi l i ty 
constra ints  usual ly  fa i l .  The same pr inc ip le 
appl ies  to  a l l  bus iness  pro jects .
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LEvEL 5

LEvEL 4 Business processes  
run projects as  
effectively as  

operations.

Processes real igned   
to del iver business  

success .LEvEL 3

LEvEL 2 Processes developed  
to focus on measuring  

project success .
LEvEL 1 Basic processes 

implemented to exert  
some control .

Few processes  
or control .

ThE fIvE MATurITy LEvELS

Step change  
to business  

strategy-based 
approaches.

LEvEL 1 LEvEL 2 LEvEL 3 LEvEL 4 LEvEL 5

Largely done by IT , 
but can often be 

skipped.

Performed by IT to 
a set methodology. 

Needs consist only of 
system requirements .

Performed jointly by 
IT and the business . 

Needs consist of 
system requirements 

and associated 
changes.

Defined by the 
business – in terms 

of how you want 
to do business with 
ful l  transformation 

programme.

Defined by the 
business – in terms of 
business capabi l it ies 

and customer 
satisfaction.

LEvEL 1 LEvEL 2 LEvEL 3 LEvEL 4 LEvEL 5

Occasional ,  not 
r igorously enforced.

Str ict financial-only 
just ification process .

Broader financial 
and non-financial 

just ification process .

Business value-based 
just ification including 

ful l  value-risk .

Customer value-
based just ification, 

including ful l  internal 
and external impact .

LEvEL 1 LEvEL 2 LEvEL 3 LEvEL 4 LEvEL 5

Executive team 
does not want to be 

involved.

Executive team 
normally involved,  but 

IT st i l l  running the 
project .

Executive team 
running the project 

but heavi ly dependent 
on IT .

The project is  a 
business project ,  run 
by the business with 
IT in a support role .

Project is  a business 
init iat ive,  ful ly 

directed and 
control led by the 

business .

PrOjECT gOvErnAnCE – MATurITy ChArACTErISTICS

BuSInESS CASE – MATurITy ChArACTErISTICS

BuSInESS nEEDS – MATurITy ChArACTErISTICS
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The business case
 When the Boston Consulting group started out to 

calculate the value of individual systems to the 
business bottom line, the costs and business  

benefits over four years were analysed. this enabled the study 
to take into account the implementation costs, subsequent 
running costs and the actual business results achieved over a 
given period. the research was conducted in a range of 
industries across the world.

there was a wide spectrum of results, from negative 
returns, in the majority of cases, to high returns of triple or 
even more as a ratio of the amount invested. after a closer 
analysis, it was found there was a wide variation of results 
across companies in the same industry, implementing the 
same systems on the same hardware technology 

this finding questioned the long-held belief (at the time) 
that technology (hardware and/or software) by itself could 
give an organisation a competitive advantage. if that were 
true, organisations in the same industry and using the same 
software and technology would achieve similar results. But 
this was not so. the actual results spanned the whole  
spectrum from negative to high value for a number of  
common systems. 

to find the reason for this wide variation of results, the 
Boston Consulting group went back to the organisations  
to find out what was different and what was the same.  
the difference was in how the business approached,  
managed and controlled projects, not how “good” the it 
department was.

the skills of the it departments and the people they used 
to implement the systems projects were essentially the same. 
the variations were random and could not be correlated to the 
results delivered. indeed, there were negative returns from 
projects implemented by well-managed and highly effective it 

departments, yet what can be described as “very average” it 
departments were getting spectacular results in terms of their 
systems’ contribution to the bottom line.

although the capability of an it department and its  
systems implementers can directly affect the costs of a project 
and its outcomes, it was found that the impact on the busi-
ness benefits realised was low. But they did not do a bad job 
where the business project delivery capability level was high 
because the business ensured they did not! Where the it ele-
ments failed, it was always in a situation where the business 
project delivery capability level was low.

Why the business capability maturity level is so 
important 
in a purely financial sense, organisations with low capability 
achieve only low returns on their investments. But these 
organisations can also be identified by their high level of 
business management frustration at the lack of results, lack 
of consistency, the length of time it takes to achieve anything, 
the time required to manage all of this “project stuff”, and so 
on. 

Year after year, many of the same projects are planned but 
not finished. Business initiatives vaporise and never see the 
light of day. Change is seen as a real challenge.

an organisation’s project delivery capability maturity level 
has a direct impact on the level of management satisfaction 

A low level of business project capability 
maturity is a constraint on your 
strategic opportunities.
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When the big returns kick in
The exponential returns at each level of capability maturity
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or frustration. and more importantly, a company’s capability 
maturity level determines what it can and cannot do 
successfully, and how large a change or transformation 
program it can effectively aim for and execute. 

Which means your business capability maturity level can 
be a constraint on your strategic opportunities.

the rash of e-commerce failures in past years was largely 
because of the mismatch between the level of project delivery 
capability required to manage complex inter-business change 
projects and the level of capability available in the business. 

the fact that more than 60 percent of business mergers fail 
has much to do with this gap between the required and actual 
capability maturity levels of the organisations involved.

even prosperous organisations can miss market 
opportunities to “change the game” or define a whole new 
business arena because of their inability to make it happen 
-although the realisation that they cannot achieve their goal 
usually comes after several millions of dollars have been 
spent!

Organisations seeking to break out of the cost-cutting 
approach to business improvement find they need to increase 
their capability to discover, define, design and deliver business 
improvement opportunities and then reap the associated 

business rewards.
the maturity levels of project delivery capability required 

to successfully implement different types of business 
strategies is illustrated in the chart on page 15.

Low capability maturity levels destroy project value
the Capability Management research found that commonly 
used approaches to project delivery actually destroyed value 
at every step, individually and cumulatively. another chart on 
page 15 illustrates where, how and how much value is rou-
tinely destroyed. Most projects achieve just 30% of the pos-
sible benefits6. 

as deficiencies in the initial steps of implementing a 
project begin their flow-on effect, the loss of value is increased 
by each subsequent deficient step in the process. in this way, 
a project’s value can be quickly, cumulatively and irretriev-
ably destroyed when using conventional project delivery 
approaches, despite the best efforts of the project and execu-
tive teams. 

Even prosperous organisations can miss 
market opportunities to ‘change the 
game’ and a whole new business arena 
because of their inability to make it 
happen.

6 These figures are typical of an organisation at a Level 2 maturity, which is where 
most organisations are today.
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The five levels of maturity
 the five business project delivery capability maturity levels 
and their characteristics are:

1 comPlacent
Most organisations start managing projects with 
Level 1 capabilities. We call this the Complacent 

Level because the executive team are complacent in that they 
leave it to those managing the projects to deliver the goods. 

at Level 1, those managing the projects do their best with 
whatever knowledge and tools they have. every project is run 
differently and what (and if) it delivers is largely dependent 
on the staff working on the project.

Level 1 could be called “Chaos” because there is no 
repeatable process or common approach. Occasionally, the 
stars will line up -the right person at the right time on the 
right project -and a spectacular result is achieved. these 
occasional successes can, however, reinforce the belief that 
this approach can work and that it is just a “people problem”. 
this only prolongs the time the organisation stays at this 
level of project delivery capability maturity. 

the business returns from projects implemented at Level 
1 are, overall, negative. a solution will cost more over four 
years than it contributes to the business. 

a number of factors contribute to this situation. For 

example, the needs of the business are often badly defined. 
this results in changes of scope during the project (causing 
overruns in project time and cost) and/or significant changes 
and improvements having to be implemented after the initial 
implementation, at far greater cost than if they had been 
either incorporated in the first version of the solution or 
planned for at that time. those wrong decisions mean costs 
go up and value goes down.

in 1990, most organisations assessed in the original 
Boston Consulting group research were at Level 1 maturity. 
eventually, the executive teams of businesses at Level 1 
become frustrated at the lack of consistent results, and at the 
number of projects that vaporise and are never implemented 
– and they finally impose some controls and structure on 
projects.
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LEvEL 1 – COMPLACEnT

STrATEgIC fOCuS COnTrOL PLAnnIng BEnEfITS rETurnS

Reduce operational 
costs .

IT  runs the show with 
l itt le involvement of 
the business .

Business orders what 
it  bel ieves it  requires .

Benefits are hoped 
for .

IT  is  a cost item. 
Returns are less than 
expenditure.

If relying on just trial and error, it would 
take between five and 15 years to evolve 
from one capability maturity level to 
the next by gradually developing an 
understanding of what is possible.



2 confused
at Level 2, the business gets involved. the first 
response is typically the imposition of some  

controls. a business case process is imposed to cull “worth-
less” and “strategic” projects and ensure all projects have a 
positive return on investment that meets the organisation’s 
hurdle rate.

a project management methodology is implemented 
to ensure all projects are run consistently and, more  
importantly to the executive team, project reporting 
becomes consistent. structures are then put in place as 
per the textbook. an overall executive steering committee 
is established, consisting of the executive team plus the  
chief information officer if they are not already on the 
executive team, to discuss and decide what projects should 
go ahead.

Project sponsors are nominated and they select project 
steering committees. 

armed with these (and other) controls and structures, 
project performance becomes more consistent - consistent 
rather than good.

Maturity Level 2 is often seen as the time of bureaucracy, 
or the “methodology police”. to get a project up and running 
takes myriad forms and approvals. everything apparently 
needs to be signed off by everyone. as one project manager 

in a Level 2 maturity organisation commented: “they seem 
to be intent on killing every project through making the 
approval process so tortuous that nothing will get through.”

this Level 2 maturity is called Confused because, 
although all these controls and structures are put in place, 
the level of business understanding of what, why and 
how things are happening is low. the business is going 
through the motions of being in control, but is really  
confused. to illustrate why, let us look at the business case 
process. 

a structured, rigorous business case is usually a critical 
element introduced at Level 2. Measurable financial benefits 
are insisted on. Only projects exceeding the organisation’s 
return on investment hurdle rate are approved. so far, so 
good. But then there is no process for delivering the benefits 
and often no method for even measuring their realisation 

17

LEvEL 2 – COnfuSED

STrATEgIC fOCuS COnTrOL PLAnnIng BEnEfITS rETurnS

Improve processes and 
productivity.

It runs the show. The 
business is involved but 
is not leading.

Business specifies 
its requirement and 
manages the projects.

Benefits are planned 
for.

Value of returns  over 
time equals costs.

Most organisations today are at 
capability maturity Level 2. At this level 
most projects miss, lose or destroy more 
benefits than they provide.



during and after the project. so, after great attention to, 
and scrutiny of, the project’s potential value upfront, large 
elements of the process of achieving the subsequent benefits 
are missing. this makes the likelihood of actually delivering 
the proposed benefits very low. Yet most organisations still 
insist on a rigorous business case while having no means of 
delivery in place.

in 2000, some medium and large companies were being 
assessed7 as being at Level 2 maturity in project delivery 
capability. their number continues to increase each year and 
our current research suggests that most organisations are at 
least in some aspects at Level 2.

at Level 2, after a few years, executive and project teams 
become frustrated with the apparent “process for process 
sake” controls and start to adapt the processes to better 
fit the requirements of the individual business. this is a 
critical point for an organisation. in some -and we are seeing 
an increasing number in this category -this “adaptation” 
becomes anarchy and pushes the company back to Level 1. 
Other companies build on the disciplines learned at Level 2 
and progress to Level 3.

3 confident
For an organisation to move to Level 3 in maturity 
in project delivery capability it has to build on the 

controls and structures introduced at Level 2 and make them 

more flexible and relevant. the one-size-fits-all approach is 
no longer applicable.

importantly, the basic disciplines are retained -formal 
project processes, approvals, reporting -but are aligned to 
the type and nature of the projects involved. Large, complex 
projects retain all of the project delivery controls and 
management requirements. smaller, easier projects retain 
some controls but skip others that are too cumbersome or 
not relevant.

this adaptation can only be done after the use,  
meaning and intent of the Level 2 controls and structures are 
understood. this knowledge is usually gained through the 
“university of Hard Knocks”, that is, bitter experience over 
five to 15 years. For example, projects go through the Level 2 
processes and still fail. the control processes are circumvented 
to enable a business area to get its projects up despite the 
controls in place. Projects are justified by the need to achieve 
the business plan, putting the project evaluation and approval 
process in potential conflict with the business planning 
process. 

these and other types of experiences eventually convince 
the executive team that they have to look again at their 
project controls, structures and -a new concept -processes. 
they recognise that although they may now have “control” 
over their projects they are still not achieving their business 
outcomes and benefits.
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LEvEL 3 – COnfIDEnT

STrATEgIC fOCuS COnTrOL PLAnnIng BEnEfITS rETurnS

Develop corporate 
capabilities and 
improve products and 
services.

The business manages 
the show but does not 
lead.

Business needs are 
planned and well-
managed by business 
managers.

Business looks for 
benefits delivered after 
the event.

Small positive return 
on investment costs.



the executive team recognise the value of the controls, 
structures and processes, but can also see that these do not 
always fit every circumstance. Policies and guidelines are 
introduced to give “direction” to what happens without pro-
scribing how it is to be done. adaptations of the core proc-
esses are approved for smaller, simpler, business-unit-specific 
and other types of “different” projects.

new types of control in the form of “portfolio manage-
ment” are introduced to manage cross-project issues and 
resources. Overall, the executive team are moving from see-
ing each project as an isolated event or opportunity to seeing 
a portfolio of projects pushing the business forward. Project 
performance improves. Positive results become the norm, 
even if achieving the project benefits in full is still the excep-
tion. at least now the benefits are looked for.

Capability Management’s current research has shown that 
in 2005 some organisations moved, or started to move, to 
Level 3 but most remained at Level 1 or Level 2. 

But attaining maturity Level 3 poses a major danger: 
Because the executive team can now see positive results from 
projects, they may start to relax and feel the challenge of 
project delivery has been conquered. 

Level 3 is not called the Confident level for nothing. the 
executive team feel in control; they understand their controls, 
structures and processes and can adapt them to the needs of 
their projects; they approach projects with a much higher 

level of confidence than ever before. Yet they have only just 
started on the exponential positive-return curve.

the executive team (in most organisations) are also still 
using project approaches based on it systems development 
principles and practices. although these have been “business-
ised”, the fundamental underpinnings are still from when 
it had to fill in all of the process gaps not performed by the 
business. therefore, these approaches have some severe 
business limitations.

it project approaches are focused on the project and its 
“successful” delivery. that project success is conventionally 
defined in terms of time, budget and scope (and occasionally 
quality) but rarely in terms of business outcomes and benefits 
gained, which should be the organisation’s measures of 
success. For it people, the project revolves around the system 
and its implementation. therefore, the project development 
life-cycle is geared to the sequential needs of the system’s 
specification, design, development and implementation.

at Level 2 and Level 3, these it-based approaches are 
adapted and extended but the same fundamentals remain. 
importantly, two significant deficiencies remain:
n  a lack of business strategy alignment.
n  a lack of effective business-based change delivery8 

processes. 
these two deficiencies limit it-based approaches to only 

ever achieving slightly positive results.
it-based “maturity” models such as COBit 9, can, on their 

own, only ever enable an organisation to get to Level 3 on 
the Business Project delivery Capability Maturity Model. to 
move beyond Level 3 a company needs to move to a business 
strategy-based approach to project delivery. 

at Level 3 it is assumed that, if projects are approved 
by the executive steering committee (sometimes based 
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IT project ‘success’ is conventionally 
defined in terms of time, budget and 
scope but rarely in terms of business 
outcomes and benefits gained. 



on a business plan aligned to a systems strategy), then the 
resultant projects will be aligned to the business strategy. 
unfortunately, this is not the case. although projects may 
originate from a desire to implement business strategy, once 
they enter the arena of project delivery they fall into what 
can be termed as the systems delivery process trap. the 
requirements are defined in terms of systems needs or gaps. 
the it-based project management methodology is adopted. 
Often, even the project name is based on the system being 
installed. 

What starts out as a “business” project becomes an “it 
project” through the processes used.

this it-approach problem is compounded by the 
second deficiency, the lack of an effective business-based 
change delivery process. at Level 3, organisational change 
management now exists. Processes are in place to define 
the change, training and communications strategies. 
“Organisational change specialists” can exist with the express 
accountability for “all of the change aspects” of a project. 
But at the practical level, most of these specialists  do not 
know how to make change happen, because the standard 
approaches to change at this level tend to talk more about 
change than making it happen.

With this lack of an effective change-delivery process, 
change management becomes subsumed into the it-delivery 
vortex, it is aligned to the project development life-cycle, and 

its primary focus becomes ensuring the adoption and use of 
the new system.

this is certainly an improvement on Level 2, where organ-
isational change is largely ignored except for training and 
communications. But it is still insufficient to deliver the busi-
ness outcomes and benefits sought.

eventually, at Level 3, the executive team recognise that, 
for all their advancements in how they approach and manage 
projects, they are still not getting the results they expect. the 
business cases are being put up but are not being delivered 
with any consistency or confidence. as this realisation occurs, 
the focus starts to shift from the project and how it is run and 
delivered, to the business results expected and how they can 
be achieved.

With this shift in focus, project delivery takes on a whole 
new perspective.

4 comPetent
a business cannot move to Level 4 simply by getting 
better and better at Level 3. there is a fundamental 

disconnect in the approaches to project delivery between 
maturity Level 3 and Level 4. Whereas Level 3 is usually based 
on the it approach10; Level 4 is based on business strategy. 
at Level 4 the whole mindset, approaches and dynamics of 
projects change. the focus is now on delivering business 
results; the project becomes only the means to the end.
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LEvEL 4 – COMPETEnT

STrATEgIC fOCuS COnTrOL PLAnnIng BEnEfITS rETurnS

Change industry 
structure and/or 
move to new levels of 
performance.

The business directs 
and plans IT use as a 
business tool.

Business incorporates 
IT in change programs 
it manages.

Programs are managed 
to deliver the benefits.

Return is equivalent 
to three times the 
investment cost.



the it system development life-cycle is now only relevant 
for the systems elements of the project. the other elements 
can, and must, run to a different dynamic and timing. the 
business-change approach is no longer subservient to an it 
systems delivery plan; indeed, the situation is reversed. the 
primary focus is now on the progressive achievement of 
measurable business outcomes and benefits; the it system’s 
successful implementation is only one aspect of the overall 
project plan to deliver business change (albeit, at times, a 
very big and important aspect).

even the language surrounding the project changes. the 
talk of deliverables, milestones and outputs is replaced by 
talk of business-desired outcomes, and associated business 
benefits and value. the measures of success change from the 
common project delivery criteria of time, budget, scope and 
quality, to the criteria of business results: delivered measur-
able outcomes, benefits and value.

the processes change from being captured by systems-
focused requirements, to a focus driven by business direction 

and defining needs. requirements are defined in terms of 
how you want to do business, make money, and compete in 
the future. 

these changes, for example, to defining the business needs 
in terms of business performance and capabilities, result in 
a new dynamic in that a broader-based solution is defined. 
this, in turn, increases what is possible, which then increases 
the delivered value of the project and also increases the speed 
at which the rewards in business benefits are received.

From a return on investment point of view, the resultant 
rewards are at least double those achieved at Level 3. 
the exponential benefits realisation curve has kicked in 
significantly at Level 4 (see chart on page 13: when the big 
returns kick in). in addition, the business project risks 
are reduced and the likelihood of failure has diminished 
dramatically11.

From an executive team perspective at Level 4, projects 
are no longer a separate series of events with mysterious con-
trols, structures and processes surrounding them. they are 
now business-focused projects, driven to achieve the planned 
measurable business outcomes (end states). the approaches 
used are business-based, reducing the innate discomfort with 
systems-based approaches. the projects now leverage the 
organisation’s deep-smarts® and are run by business staff 12, 
ensuring greater alignment with the business strategy. (see 
details of Capability Management’s deep-smart® Programmes 
on page 29.) 

Business outcomes and benefits are achieved progressively. 
there are new measurable outcomes at regular intervals. the 
associated benefits are realised, “banked” and sustained. the 
it system may not be due for months to come but the project 
can often become self-funding through the interim gains.

the controls introduced at Level 2 have been made truly 
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Organisations at Level 4 can create a 
sustainable cost advantage as they reap 
project benefits at least two to three 
times those of their competitors and for 
less cost. 
Adopting Level 4 techniques gives an 
immediate competitive advantage.



effective. the benefits in the business case are related to the 
enabling (measurable) business outcomes. these outcomes 
and benefits are automatically translated into business change 
plans, delivered and measured. the business case “proposed 
benefits to realised benefits” loop is closed.

the project governance structure at Level 4 works effectively 
(see maturity characteristics charts on page 11). at Level 
2 and Level 3, the governance structures (sponsors/steering 
committees) are often in place but are either ineffective or, 
at times, destructive. at the lower maturity levels, structures 
can impose controls and restrictions on the project which, 
although designed to ensure it does not fail, can inadvertently 
increase the likelihood of failure. in these circumstances, 
project managers can feel they are pushing up hill to get their 
project delivered “despite” the governance structures.

at Level 4, members of the executive team are trained and 
supported in their governance roles. they cease trying to be 
“super project managers” and instead focus on what has to 
be done to ensure the project is accepted by the business and 
succeeds. 

Project progress is still important but they are concerned 
with what is not being done, especially what needs to be 
done outside the project team’s circle of influence, to ensure 
success.

Project failures are rare at Level 4 because of the better, 
business-aligned processes; the progressive (and therefore 
visible) achievement of benefits; and the identification and 
tracking of the leading indicators of project failure, thus ena-
bling management to act early to prevent failure. the execu-
tive team now understand that by the time they see problems 
in project reporting, it is likely to be too late. so new meas-
ures and monitoring devices are in place to catch the tell-tale 
indicators early13.

Project overload is avoided by tailoring what projects 
are undertaken to the resources available to execute them. 
surprisingly, this idea that the real constraint on project deliv-
ery is the availability of key resources and the ability of the 
organisation to absorb change, is rarely considered at levels 1, 
2 and 3 because at those levels the focus is only on “doing the 
project”, rather than allocating business effort across projects 
for maximum business returns. 

importantly, at Level 4, management can take on projects 
with the confidence that they have the skills and abilities to 
complete them and realise most, if not all, of the expected 
business outcomes and benefits. this is why this maturity 
level is called Competent.

Few organisations currently operate at Level 4. that 
creates an opportunity for businesses to get there first and 
reap the competitive advantage of two to three times the 
returns on their projects compared with their competitors 
and create a sustainable edge. 
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project failures are rare at level 4 
because of the better, business-aligned 
processes. also, project overload is 
avoided by tailoring what projects are 
undertaken to the resources available to 
execute them.



5 caPaBle
Project delivery Capability Maturity Level 5 is an 
evolution of Level 4 in which delivering business-

based projects moves from a portfolio of explicitly run 
projects to “how we run the business”. Projects are no longer 
a separate stream of work to business as usual. Business as 
usual is “change” and projects are how it is achieved.

there are a minimum of formal structures and controls 
because the change-oriented normal business processes 
exert the necessary control. Cross-organisational projects are 
conducted without silo politics and obstructions because the 
business managers’ key performance indicators are different 
and now measure both divisional and cross-organisational 
contribution and results14. 

at maturity levels 1 to 4 the operating assumption is that 
the business is set up not to change; therefore, a primary 
challenge to any project is how to implement change into 
the status quo. By contrast, at Level 5 the business is set up 
to change. adaptation to new ways of working is considered 
the norm. Change is a constant and, because it is focused on 
business strategy and results, most change brings positive 
benefits to the staff and the company.

Very few companies in the world are at Level 5 maturity. 
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LEvEL 5 – CAPABLE

STrATEgIC fOCuS COnTrOL PLAnnIng BEnEfITS rETurnS

Create new business 
opportunities.

The business 
incorporates IT, and IT 
is part of the way the 
firm does business and 
competes.

Business leads change 
and IT projects as part 
of its growth strategy.

Benefits are realised as 
an integral part of the 
core business.

Return of more 
that five times the 
investment costs.

7 An organisation’s project delivery capability can be assessed objectively by a 
review of its processes and procedures, and how they are being used.
8 IT and project management approaches have a “change management” element; 
but this refers to changes to the project or to controls on changes into the system 
production environment. It does not refer to business organisational change, 
although the executive team often assume it does. Business organisational change is 
outside the scope of many IT project delivery approaches. 
9 COBIT: ‘Control Objective for Information and related Technology’, by ISACA 
(Information Systems Audit and Control Association). 
10 Six Sigma is a Level 3 quality-based approach to project delivery
11 Where projects are cancelled, because of project execution failures or changes 
in the strategic environment, the progressive delivery of benefits common at Level 
4 ensures some level of return on investment to date. 
12 From Level 2 onwards, it is not uncommon for a project to have a ‘business’ 
project manager. At Level 2 they often do not have the skills; at Level 3 they are 
often still subservient to the IT project manager, in practice if not according to 
the organisation structure. However, they are still managing a process based on IT 
delivery principles. Only at Level 4 do they manage a project delivery process based 
on business dynamics and principles. 
13 An example of a leading indicator of failure is the cumulative loss of project 
staff (and knowledge) over time.
14 Achievement of your area’s performance goals is only one set of KPIs; 
achievement and active support of the corporately approved projects is an equally 
important set of KPIs, even where the projects do not affect or benefit your area 
directly. 



Business diagnosis
 T he characteristics of the different business capability 

maturity levels are quite clear and measurable. 
although it can be difficult to measure the level of 

project return on investment15 being achieved, it is possible 
to measure the nature and use of the enabling processes and 
thus predict the likely end return, based on the organisation’s 
position on the maturity curve. this initial finding can then, 
usually, be proved by an analysis of past projects.

When the characteristics and project outcomes of a Level 
2 maturity organisation are described and it is explained how 
project value is destroyed at this level, the executive team 
tend to nod and say, “Yes, that’s us.”

Measuring an organisation’s maturity level is complex. 
there are different, measurable maturity characteristics at 
each level, but these interlink to provide an overall capability. 
so it is not just a case of asking, “does a business case exist?” 
but also then asking, “What type of business case process 
is it?”. Business cases mature and change their contents, 
emphasis and focus as they move up the maturity spectrum. 
Level 2 and Level 4 business cases will contain different 
information and be approved quite differently. the business 
case’s impact on a project’s delivered value will be quite 
different at each maturity level. 

For example, having a Level 4 business case in place is 
not enough. the first question must be, “How well is it 
understood and used?”. in many cases, excellent controls, 
structures and processes have been put in place but are not 
being used -this is particularly true of organisations that have 
slipped back from Level 2 to Level 1 -or are not being used 
well because they are not understood. in this situation, the 
inherent maturity value of the process is being diminished or 
even destroyed. 

the business case process may look good and be used as 

intended, but the organisation needs to ask, “is it effective in 
culling low-value projects?”. if not this can reveal problems 
in other processes; if senior executives force through projects 
over the dictates of the agreed approval processes, this will 
reveal a governance failure. Changing the business case 
process will not fix this type of problem.

next, we ask, “are the proposed benefits being tracked 
and measured?”; that is, is the business case part of an  
end-to-end process for realising benefits or merely an 
approval hurdle? and so on

The problem with perception
the capability diagnostic results are often, initially, 
surprising for most executive teams because of their own 
misperceptions. When some high-level parameters for 
evaluating an organisation’s maturity level are put up, 
executives routinely rate their organisation’s project delivery 
capability two grades higher than it really is. this lulls them 
into a false sense of capability and reduces their awareness of 
the need to act. there are two reasons for this.

the first is the superficial similarity between, for example, 
maturity Level 1 and Level 3, and between Level 2 and Level 
4. On the surface, these two sets of maturity levels can 
appear similar but their underpinnings are quite different. 
For example, at both Level 1 and Level 3 people adapt the 
processes as necessary. But at Level 3 this is done on the 
basis of a thorough understanding of the standard process, 
making its adaptation an informed decision. at Level 1 it 
is just anarchy; staff often do not like the process or do not 
understand it, so they “do their own thing”. 

superficially similar but fundamentally different. this real 
difference becomes clear through the diagnostic, but that is 
not readily perceived by busy executives.
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STrATEgIC 
fOCuS COnTrOL PLAnnIng BEnEfITS rETurnS

LEvEL 1 
COMPLACEnT

Reduce 
operational 
costs.

IT runs the 
show with little 
involvement of 
the business.

Business orders 
what it believes 
it requires.

Benefits are 
hoped for.

IT is a cost 
item. Returns 
are less than 
expenditure.

LEvEL 2 
COnfuSED

Improve 
processes and 
productivity.

IT runs the show 
–the business is 
involved but is 
not leading.

Business 
specifies its 
requirement and 
manages the 
projects.

Benefits are 
planned for.

Value of returns 
over time equals 
costs.

LEvEL 3 
COnfIDEnT

Develop 
corporate 
capabilities and 
improve products 
and services.

The business 
manages the 
show but does 
not lead.

Business needs 
are planned and 
well-managed 
by business 
managers.

Business looks 
for benefits 
delivered after 
the event.

Small positive 
return on 
investment 
costs.

LEvEL 4
COMPETEnT

Change industry 
structure and/
or move to 
new levels of 
performance.

The business 
directs and 
plans IT use as a 
business tool.

Business 
incorporates 
IT in change 
programs it 
manages.

Programs are 
managed to 
deliver the 
benefits.

Return 
equivalent to 
three times 
investment cost.

LEvEL 5
CAPABLE

Create new 
business 
opportunities.

The business 
incorporates IT, 
and IT is part of 
the way the firm 
does business 
and competes. 

Business leads 
change and IT 
projects as part 
of its growth 
strategy.

Benefits are 
realised as an 
integral part 
of the core 
business.

Return of more 
that five times 
the investment 
costs.

The changing character i s t i cs  of  capab i l i ty  matur i ty  leve l s



at Level 2 and Level 4, processes are paramount. But Level 
2 processes are fundamentally focused on control, whereas 
Level 4 processes are focused on achieving outcomes. 
Observance of the processes is important at both levels, 
although the desired results are quite different. 

the second reason for executive teams lulling themselves 
into a false sense of capability is the triumph of intent over 
reality. From the team’s perspective, there is a desire to be 
two or so levels of maturity higher. Often, in their view, they 
have put in place the wherewithal to achieve that. in reality, 
the processes are not quite in place or they are not well under-
stood or rarely used. reality delivers the (lack of) results 
regardless of management’s intent.

therefore, a cursory review of an organisation’s project 
delivery modus operandi will not accurately measure its true 
level of project delivery capability maturity. For a realistic 
measurement, a business needs to delve under the covers and 
find out what is really happening and why.

everyone wants to know where they are, so take Capability 
Management’s 10-question maturity test on page 27.

Assumptions and improvements
in reviewing their answers to the test (and knowing their 
assumed level of project delivery capability maturity is likely 
to be two levels higher than it actually is) most executives will 
see the need to increase their maturity level.

great, but now what? How do you improve and mature? 
Where do you start? Which areas are causing the most damage 
in terms of capability to deliver projects? unless a business 
knows the answers it will be “flying blind” trying to improve 
project delivery capability; it will cost more and create higher 
levels of frustration as hard-won improvements (in the wrong 
areas) fail to provide improvements in results.
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For example, most companies seeking to get to Level 2 con-
centrate on the project management process to improve their 
ability to reliably implement projects. this increases their 
ability to “do things right”, but often, at Level 2, the processes 
to ensure the right projects are being done are still missing 
or are haphazardly applied. an organisation can become very 
good at delivering the wrong projects!

another example of misdirected improvement was an 
organisation that was at Level 2 on project management 
and at Level 1 on most other dimensions of project delivery 
capability. it targeted improvements to its benefits realisation 
process, “to make sure we get the benefits set out in the 
business case”. to achieve this the organisation included the 
benefits in each project sponsor’s personal key performance 
indicators and put in place what it called a “benefits tracking 
process” for all projects.

One year later, the level of benefits realised had not mark-
edly improved. Why? the intent and the two actions taken 
were good but not related to the drivers and enablers of real-
ising the business benefits. the benefits realisation perform-
ance cannot improve until an organisation:
n  specifies in measurable terms the business outcomes that, 

in turn, deliver the business benefits.
n  establishes a single end-to-end process to achieve these 

measurable business outcomes and realise the benefits.
n  Puts in place the processes to support and sustain the ben-

efits once they have been gained.
in summary, for a business to raise its capability 

maturity to competitive levels it needs to know where 
to focus its efforts.

15 in most organisations the measurement of projects’ end results ranges from 
non-existent to inconsistent, yet the executive team ‘know’ that they are not 
getting the results they expect or want. 
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LEvEL 4 CAPABILITy STATEMEnT
yES  

ALWAyS
MAyBE  

SOMETIMES
nO Or  
rArELy

1 All our executives know how to get the most out of IT.

2 We specify our systems needs without discussing systems.

3 The only ‘ IT projects ’  we have are within the IT 
department.

4 Our business plans incorporate IT-related investments as 
components within business initiatives.

5 Software is selected on an informed and rigorous basis by 
a business team with some IT special ist input.

6 Intangible benefits are quantified and treated as of equal 
value to financial benefits.

7 Business change activit ies dominate IT implementation 
activit ies in any project.

8 Planned, measurable benefits are realised throughout the 
project,  regardless of when the system is instal led.

9 At any time we can measure each project’s value 
delivered-to-date to the company.

10 There is complete al ignment between business 
expectations and what is delivered.

( I f  you don’t  answer an emphatic ‘Yes ’  to every question,  you need to raise your maturity level)

A quick  10-quest ion matur i ty  test



 For many years it was believed that you could not leapfrog 
maturity levels, that you had to evolve from Level 1 to 
Level 2, then to Level 3 and so on. this evolutionary 

observation gave some organisations a cop out: “if we can 
only improve progressively over time, then we won’t focus 
much effort on it and we will still get there in the end.” this 
attitude in one organisation allowed, on one major project, 
the benefits to fall from the projected $49 million to an 
achieved $11 million -a substantial penalty!

if a business wants to evolve its project delivery capability 
then, yes, it does have to follow the evolutionary path of one 
level at a time. this is how many companies that entered the 
1990s at maturity Level 1 progressed to being Level 2 more 
than a decade later. the executive team got frustrated with 
the lack of results, the consistent failure to meet expectations, 
and the frequent overruns in cost and time. Management 
instigated change. 

this change meant instilling professional project 
management techniques, rigorous business cases and 
governance structures. Project performance improved, the 
achievement of results increased and the level of frustration 
eased -until management realised that the expected business 
outcomes and benefits were still missing. this resulted in 
another round of improvements to be introduced, to move 
the organisation to Level 3.

evolutionary improvement is slow (each level can 
take between five and 15 years to achieve) and is prone to 
slipping backwards. the history of a number of organisations 
shows strong Level 2 characteristics before mergers, new 
management or staff turnover caused standard processes to 
be abandoned and then a slide towards Level 1.

the alternative approach to raising the capability maturity 
level is facilitated revolution – adopting Level 4 approaches 

Fast tracking your business
from whatever level the business is currently at, and using 
these approaches rigorously until they are understood and 
become the standard modus operandi.

this revolutionary approach needs facilitation and 
support. initially, those businesses using Level 4 approaches 
will not understand why they are doing this or that step. But 
once they have seen the outcomes, the purpose and rationale 
of the individual steps fall into place.

For example, after working through the steps of a  
Level 4 Business simplification Programme, one team leader 
exclaimed: “do you realise what we have just done? We have 
taken this whole place apart and put it back together again in 
13 weeks.” suddenly, the reason for each step in the process 
used became clearer.

to leapfrog capability maturity levels a business must: 
n  First learn how to put into action the new level’s processes, 

step-by-step.
n  next, understand what each step is really doing.
n  then learn why the processes are being done this way (the 

rationale and thinking behind them). 
n  Finally, learn how to coach others how to do it. 

Hence, there is a need for mentoring, facilitation and sup-
port at a new maturity level until self-sufficiency is achieved.

a facilitated revolution is possible. Capability Management 
has taken organisations that have struggled to change a light 
bulb and enabled them to achieve extraordinary performance 
improvements by using Level 4 project delivery techniques.

You need to trust the revolutionary process and  
follow it closely the first time around, and then judge it 
by its results. if you can see marked improvement, adopt 
the process to fast track your capability and increase your  
competitive edge.
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 Capability Management set out to be different -to 
deliver greater value to its clients through results 
and a lasting, higher-level project delivery 

capability. Our Programmes are designed not only to deliver 
extraordinary results using deep-smarts® techniques, but 
also to be quickly learned and adopted by an organisation’s 
own staff to increase their own and their organisation’s 
project delivery capability.

Jed simms, Founder and executive Chairman of Capability 
Management, says: “For us to know how to deliver extraordinary 
results is fine, but not of lasting value to our clients. We needed 
to find a way of transferring this knowledge and expertise to our 
clients so they could consistently deliver extraordinary results 
themselves.” 

Our style of working, therefore, is to work with and train 
your company’s staff in our techniques. We take previously 
inexperienced staff through our processes and enable them 
to achieve extraordinary results. Our approaches are simple 
to learn but highly effective.

the deep-smarts® Programmes instil widespread 
understanding and commitment to the outcomes that 
dramatically increase the likelihood of project success -with a 
commensurate increase in the actual value realised.

the Programmes leverage Capability Management’s 
extensive worldwide research into project delivery successes 
and failures, and are designed to consistently deliver results 
two to three times those achieved through conventional 
approaches. (Our approaches are at Level 4 on our Project 
delivery Capability Maturity Model.) 

the Programmes are also designed to harness and develop 
your staff’s “non-conscious” knowledge and expertise. deep-
smarts® leverages the latest neuroscience research.

Most knowledge is contained in a person’s non-conscious 
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part of the brain -you know more than you know you know. 
the non-conscious makes you instantly jump out of the way 
of a bus. You don’t think about it; your non-conscious takes 
control. But most of the time you work with your conscious 
brain, which is only one-sixth of the total brain. You use it to 
review information and make judgements and decisions. 

deep-smarts® is about harnessing and leveraging 
the other five-sixths of your brain.

since 1999 there has been a revolution in neuroscience 
and understanding how the brain learns, solves complex 
problems and becomes expert. it is now known that expert 
knowledge is stored in those non-conscious levels that make 
up five-sixths of the brain.

deep-smarts® is a series of approaches and techniques 
that tap into the non-conscious to set up pathways to retrieve 
existing knowledge and create new pathways to capture new 
knowledge, ways of thinking, habits and expertise.

From an individual’s perspective, deep-smarts® maximises 
their potential to contribute. 

From an organisation’s point of view, deep-smarts® 
enables it to leverage and use the full potential and knowledge 
of its staff.

deep-smarts® Programmes cover all aspects of project 
delivery (except technical delivery). the key Programmes 
include:

Business Project governance 
a comprehensive approach for all participants in the project 
governance processes, including investment committees, 
project sponsors and steering committees. this approach 
emphasises and enables the participants’ active involvement 
in each project’s success.



Benefits Management
an end-to-end approach to identifying, quantifying, tracking 
and measuring each project’s benefits, both during and after 
the completion of the project. the Programme is specifically 
designed to maximise the value identified and realised.

Business Simplification
a performance-enhancement approach to business processes 
that consistently reduces operational complexity by 50 
percent, enabling lower-cost growth and operations. this 
Programme achieves results four times those of six sigma, in 
less time.

Business Transformation
a scaleable approach to change management that harnesses 
the commitment of the staff involved, escalates the delivery 
of benefits and value, and sustains the benefits after they 
have been gained.

Portfolio Management
a strategy-based approach to project portfolio management 
that increases the velocity and value of all projects across the 
portfolio by completing more projects in the same time, at 
less cost and with greater realised value. 

details of all Capability Management services are available at 
www.capability.com.au
a number of our services related to Business 
Project governance are available for purchase at:  
www.valuedeliverymanagement.com

deep-smarts® is a registered trademark of deep smarts 
Pty ltd
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19 McKillop Street
Melbourne 3000 
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Telephone 61 3 8686 9930
www.valuedeliverymanagement.com


