The Business Alignment Maturity Model (BAMM)Ó
INTRODUCTION
Welcome to the Business Alignment Maturity ModelÓ! The Model,, as we will refer to it throughout this
document, was created back in the mid-nineties to help me communicate how the many moving parts of
our organization needed to work together in order to achieve our desired results. At that time, I was leading
an engineering team supporting all of Sprint’s business clients west of the Mississippi River out to the West
Coast. As a systems thinker, I needed a way to communicate to over 200 engineers and data specialists how
our part of the business fit into the bigger organizational picture in a way that was both comprehensive, yet
easy to explain. The inspiration was a hobby that I’ve enjoyed since childhood.

You see, I love to build puzzles. Have you ever tried to build a 500-piece jigsaw puzzle without looking at
the picture on the cover of the box? It can be done, but it would be a slow frustrating process. The picture
on the puzzle box is what success looks like; the completed puzzle. I do not know of many people who
would consciously attempt such a thing. Yet, I find business owners and organizational leaders, both forprofit and non-profit, doing a version of that very thing by running their businesses without having a clear
picture of success clearly understood and visible for all stakeholders to see. They are trying to put the pieces
of their business together without looking at the picture on the box.

The Business Alignment Maturity ModelÓ is the picture on the box. It combines the efforts of every aspect
of a business to achieve success. It tells us what parts of the businesses are working with, or at cross
purposes with the strategic direction of the business. And because there are multiple Stages of Business
Alignment, the more aligned a business becomes across the full breadth of its capabilities, the better it
achieves its desired results.

Why Business Alignment? Far too many leaders try to correct the issues in their businesses in isolation. It
is akin to treating a symptom rather than looking at where the real issue lies. A great example is employee
turnover. Employee turnover is never the root problem, it is a symptom of a deeper issue within the
organization. Trying to correct it topically will only result in frustration, and likely more turnover. Business
Alignment is being able to connect any issue to the context of the entire business, so it is resolved the right
way the first time!

I now use the Model in my Leadership and Business Coaching practice because I see too many
organizations, both for-profit and non-profit, large or small, talking around, or speaking to, business
alignment in vague terms. It is a topic that, in today’s dynamic business, political and economic
environment, is difficult to execute because it involves multiple moving parts working together in unison
to achieve success. It also takes time to do well so it often gets lost in misplaced efforts to achieve instant,
but fleeting, success. In essence, this is about the leadership required to achieve business alignment because
it is through effective leadership that sustainable business success occurs.
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HOW TO VIEW THE MODEL

As you can see from the diagram above, the Model uses both the X and Y axis to illustrate business
alignment. The X-Axis denotes the scope of each layer in the model in terms of timeframe. The lower
layers of the model have a much broader time scope than the higher layers. For instance, the Vision of an
organization should reflect their aspirations for the next three to five years. The Strategy on the other hand
should reflect how the organization will compete in the current business cycle, typically a year. While the
diagram is not drawn to exact scale by design, it does reflect the relative differences in the time scope of
each layer as we work up through the model.

The Y-Axis denotes the Stage of operational maturity by the organization as it navigates the business
alignment process. Secondarily, the height of each layer denotes a level of relative complexity in creating
and maintaining alignment, especially at the higher layers. This combination creates an exponential curve
in the model from Stage 1 through Stage 4 Business Alignment.
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The Model is organized in three distinct sections illustrated by the three different colors along the Y-Axis.
The first section in red speaks to Strategic Thinking, or the part of the alignment process outlining the
direction and purpose of the organization. It speaks to how organizational leaders think through the Vision
of the organization and the framework for how the organization will compete in its industry and markets to
achieve the first two Stages of Business Alignment.

The second section in blue outlines the key Operational Support Elements necessary to successfully bridge
the Strategic Thinking process and effective Tactical Execution. In our experience we see two distinct types
of organizations relative to business alignment. There are those organizations who have a very clear sense
of direction defined through a rigid and comprehensive Strategic Thinking process who struggle to execute
the stated Vision and Strategy. On the flip side, there are organizations whose Tactical Execution is
generating good results, yet the organization has little or no sense of where the results are taking them. In
both cases, the Operational Support Elements are the connecting tissue to ensure the Strategic and Tactical
parts of the organization are aligned

The third section in orange speaks directly to the Tactical Execution and how aligned goals and control
systems lead to achieving desired organizational results and advance the organization from Stage 3 to Stage
5 Business Alignment. It details how the Organizational and Individual Goals align to the stated Strategy
to achieve Stage 3 Business Alignment. It also looks at how the organization measures its success and
progress on its path to achieving Desired Results and Stage 4 Business Alignment.

Finally, it should be noted that each layer of the Model must be aligned with the layer below it before
moving to the next layer in the process. For instance, creating a Vision allows the organization to then
create a Mission Statement as the next step. However, the organization does not move on to creating a
Strategy until the Vision and Mission are understand in the context of each other. In others, is the Mission
aligned to the Vision and how do you know? This logic is repeated through all eight lavers of the model to
achieve the first four stages of alignment.

What if the issue that puts the organization out of alignment is the People as part of the organizational
structure, for example? Going back to the example of employee turnover, the People issues must be
addressed in the context of the Strategy. If not, a lot of time, dollars and effort will be wasted because the
corrections did not advance the alignment between the organizational Structure and the Strategy to compete.

Accomplishing Stage 4 Business Alignment within a business cycle is good, doing it repeatedly is
greatness! Achieving Stage 5 Business Alignment is the ultimate objective as it means the organization is
achieving sustainable business success. It all depends on the foundational alignment in business operations
to be embedded in the culture of the organization. If the culture does not support business alignment
embedded in the very beliefs, values, attitudes and norms of the organization, the behavior that creates
sustainable success will never materialize.
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I have yet to work for or work with an organization that could not leverage the Model to achieve greater
success. Every leader and organization large and small, for-profit and not-for-profit, can leverage the value
of the Model to achieve desired results. The level of effort varies with the scope and scale of the business,
but the underlying concept is the same.

If you like to know more about how the Business Alignment Maturity ModelÓ can support the sustainable
success of you and your organization, you can find a wealth of information on our website located at
https://www.rpcleadershipassociates.com/index.php/food-for-thought/business-alignment-maturity-model
including The Missing Piece series of books pictured below written specifically for your business. These
books are also available through our website or directly on Amazon via our author page located at
https://www.amazon.com/Rick-Lochner/e/B00MKYXOHU

You may also contact us via email at rlochner@rpcleadershipassociates.com or by phone at 630-219-3316.
We look forward to hearing from you and helping you Make Leadership a Way of Life!
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