
Maturity Models
Below you will find examples of maturity models to use in internal control and process improvement. Each example has a general description for internal controls. The examples below are a base starting point and can be modified accordingly depending on each agency’s specifics. 
Maturity Model Example - Receipts
	
	Level 1
Unreliable
	Level 2
Repeatable
	Level 3
Defined
	Level 4
Managed
	Level 5
Optimized

	General Description
	Internal controls are missing, ad hoc, or inconsistent.
There is a high risk of control deficiencies and error.
Management is unaware of risks.
	Internal controls are designed and in place but not documents.
Internal controls are manual with little or no automation.
Management assumes risks without considering internal control impacts.
	Internal controls are in place and standardized in written documents.
Some control weaknesses persist.
Management has identified risks but may not understand internal control gaps.
	There is an effective internal control and risk management environment.
Many controls are automated, and management evaluates them frequently.
Risks are measured and managed.
	Management continually monitors controls.
Management anticipates new risks by building internal control process change into future plans.
Management gains competitive advantage through risk management.

	Reconciliations
	No one conducts any reconciliations.
	Reconciliations are not complete or timely.
	Reconciliations are conducted by someone who is involved in the receipts process.
	A complete reconciliation is conducted timely by someone separate from the receipts process.
	Reconciliations are robust and conducted in real time.

	Segregation of Duties
	One employee is responsible for the entire receipts cycle.
	Some employees have incompatible duties.
	Duties are segregated on paper, but some override of segregation exists.
	Appropriate duties are segregated, and system controls prevent overrides.
	Appropriate duties are segregated, and management actively monitors for overrides.

	Security Access
	Management is unaware of who has access.
Access roles and functions are not named or defined.
	Management is infrequently monitors who has access but doesn’t know what roles they have.
Access roles and functions are named but not defined.
	Management frequently monitors who has access and what roles they have.
Access roles and functions are named and defined but management does not have a good understanding of roles.
	Management removes and updates user roles as changes occur.
Management has a good understanding of roles required for job duties.
	User access and roles are automatically updated as changes occur.
Management reviews exception reports.

	Safeguarding Receipts
	Receipts are kept in unsecured location and not assigned to an employee.
	Assigned employee maintains custody of checks in unsecured location.





	Receipts are stored in secured room until logged.
	Receipts are stored and processed in secured room until deposit.
	All receipts received through a third-party electronic payment system.

	Protecting Not Public Data
	Programs collect not public data without a business purpose.
Management is unaware of which employees have access to not public data.
	Programs collect not public data without identifying or labeling it as not public.
Employees without a business need have access to not public data.
	Not public data are identified and labeled.
Not public data are mostly limited to employees with a business need.

	Not public data are destroyed when no longer needed.
Not public data are limited to employees with a business need.
	Not public data are not collected unless necessary.
Management continually reviews employee access of not public data.

	Accurate Collections
	Management cannot be sure that all receipts are collected or that all licenses or certificates are paid for.

	Program staff manually reviews fee amounts and issues licenses and certificates.
	Program staff reviews fee amounts and issues licenses and certificates with some system controls.
	Programs have automated controls to collect the correct amount and prevent an unpaid license or certificate from being issued.
	Management routinely monitors that the correct amount was charged and that all licenses and certificates were paid for.

	Recording Transactions
	Management cannot be sure that all receipts were recorded.

	Not all transactions are recorded in the subsystem.

	Receipts are recorded through a semi-automated process.
	Receipts are recorded through a fully automated process.
	Management routinely monitors for accuracy and completeness of records.

	Documented Procedures
	No written procedure documents and control responsibilities have not been assigned.

	Control responsibilities have been formally assigned but not documented.

	Controls are standardized in written procedures, but some disconnect between document and actual activities.

	Controls standardized in frequently updated written procedures.
	Management routinely monitors that practices follow written procedures.


Maturity Model Example – Incentives
	
	Level 1
Unreliable
	Level 2
Repeatable
	Level 3
Defined
	Level 4
Managed
	Level 5
Optimized

	General Description
	Internal controls are missing, ad hoc, or inconsistent.
There is a high risk of control deficiencies and error.
Management is unaware of risks.
Tone at the top is absent of topic.
	Internal controls are designed and in place but not documented.
Internal controls are manual with little or no automation.
Management assumes risks without considering internal control impacts.
Management is not always aware and does not place importance on topic.
	Internal controls are in place and standardized in written documents.
Some control weaknesses persist. 
Management has identified risks but may not understand internal control gaps.
Management is consistently aware and places some importance on topic.





















	There is an effective internal control and risk management environment.
Many controls are automated, and management evaluates them frequently.
Risks are measured and managed.
Management is aware and actively monitors compliance.
	Management continually monitors controls.
Management anticipates new risks by building internal control process change into future plans.
Management gains competitive advantage through risk management.
Management is aware and sets expectations.

	Safeguarding
	Incentive instruments are kept in unsecured location and not assigned to an employee.
Only one person is involved in the movement of incentive instruments.
Incentives gift card numbers and participant names are unsecured and available to everyone.
	Assigned employee(s) maintains custody of incentive instruments in unsecured location.
Only one person is involved in the movement of incentive instruments, but the instruments are secured.
Incentives gift card numbers and participant names are unsecured, and many employees have access.
















	Incentive instruments are stored in a secured location, but many people are aware of the location.
Two people are involved in the movement of incentive instruments but are unsecured.
Incentives gift card numbers and participant names are secured and limited employees have access.
	Incentive instruments are stored in a secured location, with minimal access.
Two people are involved in the movement of incentive instruments and are secured in a lock box or bag.
Incentives gift card numbers and participant names are secured and only employees with a business need have access.
	Centralized process. Agency purchases blank Visa cards from bank, financial staff load amount on card as needed and client would activate upon receipt.

	Inventory Management
	Management cannot be sure that inventory levels are reasonable for population serving.
Management cannot ensure timeliness of ordering new incentive instruments or distribution of instruments on hand.
No one conducts a physical count of instruments.
	An analysis of past experience has not been conducted.
Incentive instruments are not routinely distributed prior to fiscal year end or end of grant period.
Physical counts of instruments are not routine and are conducted by someone involved in the incentives process.








	Incentive instruments are ordered ad hoc.
Some incentive instruments remain unused or undistributed after fiscal year end or end of the grant period.
Physical counts of instruments are ad hoc and not consistent across the department.
	Analysis and projections of population are completed to identify adequate quantity of instruments to order.
All instruments are used or disbursed prior to fiscal year end or end of grant period. 
Physical counts of instruments are conducted quarterly by financial staff.
	Centralized process. Agency purchases blank Visa cards from bank, financial staff load amount on card as needed and client would activate upon receipt.

	Reconciliations
	No one conducts any reconciliations.
	Reconciliations are not complete or timely and are conducted by someone who is involved in the incentives process.
	Reconciliations are conducted by someone who is involved in the incentives process.
	A complete reconciliation is conducted timely by someone separate from the incentives process but may or may not be timely.
	Reconciliations are robust and conducted in real time.
Centralized process. Agency purchases blank Visa cards from bank, financial staff load amount on card as needed and client would activate upon receipt.


Maturity Model Example – Employee Training
	
	Level 1
Unreliable
	Level 2
Repeatable
	Level 3
Defined
	Level 4
Managed
	Level 5
Optimized

	General Description
	Internal controls are missing, ad hoc, or inconsistent.
There is a high risk of control deficiencies and error.
Management is unaware of risks.
Tone at the top is absent of topic.
	Internal controls are designed and in place but not documented.
Internal controls are manual with little or no automation.
Management assumes risks without considering internal control impacts.
Management is not always aware and does not place importance on topic.
	Internal controls are in place and standardized in written documents.
Some control weaknesses persist. 
Management has identified risks but may not understand internal control gaps.
Management is consistently aware and places some importance on topic.
	There is an effective internal control and risk management environment.
Many controls are automated, and management evaluates them frequently.
Risks are measured and managed.
Management is aware and actively monitors compliance.
	Management continually monitors controls.
Management anticipates new risks by building internal control process change into future plans.
Management gains competitive advantage through risk management.
Management is aware and sets expectations.

	Defined Documentation
	Frequency of trainings is not defined.
A responsible person is not defined. 
No documentation exists.
	Some trainings are listed publicly.
Some frequency of training is defined.
Some trainings have a responsible person assigned.
Documentation exists but is hard to find and is outdated.
	Frequency of training is defined but not reviewed or updated.
A responsible person is defined but not reviewed or updated.
Documentation is hard to find but updated.
	Cohesive list is reviewed annually for additions or deletions.
Frequency of all trainings is defined and reviewed annually.
A responsible person reviews training content and updates as necessary.
Training documentation is easily fund, constantly updated.
	Management is continually scanning the environment for new training requirements.
Documentation is easily found, constantly updated and in a standard format that applies to all trainings.

	Communication
	No one knows what training is required or frequency.
Availability of trainings is unknown.
	Some trainings are communicated infrequently.
Availability of some trainings is known.
	List of required trainings is widely available, but employees are not aware.
Availability of trainings is communicated frequently.
	Required trainings are communicated timely with reminders.
Department frequently makes employees aware of required trainings frequently.
	Automated communication to Supervisors and Employees of required trainings monthly.

	Tracking
	No training is tracked.
No responsible person assigned for each training type.
No metrics available.
	Some trainings are tracked infrequently.
Some training types have an assigned person.
	All training is tracked but in various formats.
Training types have an assigned person but is not routinely reviewed or updated.
	Required training is tracked in separate systems across the department.

	All training is tracked in a centralized system.

	Monitoring of Resolution of Expectations
	No one is assigned to monitor completion rates.
	Some required training is being monitored for completion rates.
	Trainings are being monitored with little follow up.
Some exceptions are reported to upper management.
	Completion rates are being monitored.
Exceptions are reported to upper management.
	Monitoring is automated to ensure 100% completion.


	Method of Delivery
	Relies on in person training conducted infrequently.

	In person training or automated training conducted periodically.
	In person training or automated training conducted more frequently.
	Automated training and on-demand.
	Method of delivery is upgraded with latest technology and information available.



Maturity Model Example – Grants
	
	Level 1
Unreliable
	Level 2
Repeatable
	Level 3
Defined
	Level 4
Managed
	Level 5
Optimized

	General Description
	Internal controls are missing, ad hoc, or inconsistent.
There is a high risk of control deficiencies and error.
Management is unaware of risks.
Tone at the top is absent of topic.
	Internal controls are designed and in place but not documented.
Internal controls are manual with little or no automation.
Management assumes risks without considering internal control impacts.
Management is not always aware and does not place importance on topic.
	Internal controls are in place and standardized in written documents.
Some control weaknesses persist. 
Management has identified risks but may not understand internal control gaps.
Management is consistently aware and places some importance on topic.























	There is an effective internal control and risk management environment.
Many controls are automated, and management evaluates them frequently.
Risks are measured and managed.
Management is aware and actively monitors compliance.
	Management continually monitors controls.
Management anticipates new risks by building internal control process change into future plans.
Management gains competitive advantage through risk management.
Management is aware and sets expectations.

	Grant Policies, Procedures and Systems
	A standard policy does not exist at the department.
Procedures are ad-hoc and inconsistent amongst programs and across the department.
Documentation is limited and little input is given to improving processes for the future.
Grant documents are stored in paper and files within each program and no thought given to record retention.
	A policy is in draft form, and staff are not aware of it.
Procedures may or may not be defined among sections within each division, but not across the department.
No uniform guidelines to allow collaboration among divisions.
Grants documents are stored in paper files or network drives within each program, and not easily shareable across the department, and minimal thought given to record retention.
	A policy is in place, but not all staff are aware of the policy or follow it.
Processes are defined across the department and each division follows the defined process with limited oversight, or none at all, to ensure that the defined process is adopted and followed.
Some grant programs are captured electronically, and accessible across the department.
Record retention is defined but not always followed.
	A policy is in place and most staff are aware of it and follow it.
Processes are defined across the department and each section or division follows the defined process with clear oversight to ensure that the defined process is adopted and followed across the department.
Some grants are captured in a grants management system.  Records retention is generally followed.
	Policies and procedures are defined and clearly understood, adopted, and followed across the department. 
All grants are captured in a centralized grants management system.  
Record retention is automated in the system.

	Training and Competency of Grant Professionals
	Little or no training and no consideration given to grants management financial experience when hiring.
	Little training and some consideration given to grants management financial experience when hiring.
	Some training and consideration are primarily programmatic.
Training is ad-hoc.
	Most grant professionals have training and experience in programmatic, financial and compliance aspects of grants.
Training is defined and frequent.

	All grant professionals are trained and certified to understand financial, programmatic and compliance aspects of grants.
Training is on-demand.

	RFP or Notice of Grant Opportunities
	RFP is drafted by inexperienced and untrained staff with no community input.
RFP does not clearly communicate grants program information.
RFP does not include all essential elements of an RFP.
RFP is only posted to agency’s website.
	RFP is drafted by staff but not reviewed with minimal community input.
RFP communicates little information about grants program.
RFP includes little essential elements.
RFP is posted to agency’s website, State Register, and prior applicants.
	RFP is drafted by staff with some community input.
RFP communicates some grants program information.
RFP includes some essential elements.
RFP is posted to agency’s website, State Register, prior applicants, and some other distribution avenues.
	RFP is drafted by appropriate staff and incorporates grantee community input.
RFPs mostly communicate grants program information.
Most essential elements are included in the RFP.
RFP is posted to agency’s website and broader awareness is made.
	RFP is drafted by experienced staff and incorporates variety of community input.
Sufficient information is included in RFPs so that potential applicants may make informed decisions about applying for and managing state grants.
All essential elements are included in all RFPs.
Competitive grant opportunities are publicized broadly.





	Grant Agreement and Contract Amendments
	Grant contracts do not contain all required legal elements.
Grant contracts are not centrally managed, and each program uses their own template.
Contract terms and conditions are ad-hoc and not consistent or reviewed and updated.
Grant funds are encumbered prior to a signed contract.
Grant contract is not signed by all appropriate parties.
Grant amendments are ad-hoc and do not indicate what is being added, deleted, or changed.
	Grant contracts include few required legal elements.
Grant contract templates exist within a program but are not consistent across the department.
Contract terms and conditions are inconsistent across the department.
Many grant funds are encumbered prior to a signed contract.
Few grant contracts are signed by all parties in a timely manner.
Grant amendments do not indicate what is being added, deleted, or changed.
	Grant contracts include some required legal elements.
Grant contract templates exist, but are not consistently used, updated, and old versions are still accessible.
Contract terms and conditions are standardized but many versions are available.
Some grant funds are encumbered prior to a signed contract.
Some grant contracts are signed by all parties but are not always done timely.
Grant amendments indicate some additions, deletions, or changes.
	Grant contracts include required legal elements but are not routinely reviewed.
Grant contract templates are standardized, but not always used across the department.
Contract terms and conditions are standardized.
Few grant funds are encumbered prior to a signed contract.
Grant contracts are signed by all appropriate parties, and mostly completed timely.
Grant amendments indicate additions, deletions, or changes.
	Grant contract contains all required legal elements.
Grant agreement contract is standard across the department.
Contract terms and conditions are routinely reviewed and updated.
Grant funds are encumbered after the contract has been signed by all parties.
Grant contract is signed by all appropriate parties in a timely manner.
Grant amendments clearly indicate what is being added, deleted, or changed.

	Selection
	Conflict of interest is not addressed.
No review criteria or ranking system is established prior to broadcast of RFP.
RFP does not include selection criteria or ranking system.
No scoring sheet is available.
Grant review teams score in isolation and do not discuss prior to final recommendations.
Final scores and recommendations are based solely on score.
	Grant review team consists of inexperienced staff with little discussion of conflict of interest.
Little review criteria or ranking system is established prior to broadcast of RFP, with many changes after the fact.
RFP includes little information about selection criteria or ranking system. 
Scoring sheet is available but not used by all team members.
Grant review team has little discussion about scores and recommendations.
Final scores and recommendations are based on little discussion or wide distribution across the state and populations.
	Grant review team consists of staff and some external participants, but conflicts exist.
Grant review criteria are selected but not ranked in accordance to importance prior to broadcast of RFP, with minor edits after the fact. 
RFP includes selection criteria but not relative weight in the ranking system.
Scoring sheet is used but is not clear or consistent amongst all members.
Grant review teams discuss some applications and its scores.
Final scores and recommendations take into consideration geographical area, but nothing further.
	Grant review team is made up of individuals and most conflicts are known.
Grant review criteria are selected and ranked, but edits are made after broadcast of RFP.
RFP includes selection criteria and relative weight, but edits are made after the fact.
Scoring sheet is used by most reviewers.
Grant review teams discuss most applications and its scores.
Final scores and funding recommendations are based on geographic area, and population, with some degree of applicant’s history and capacity.
Selection would likely hold up to public scrutiny.
	Grant review team is made up of appropriate individuals and conflict of interest has been vetted.
Grant review criteria are selected and ranked according to importance prior to broadcast of RFP.
RFP includes selection criteria and relative weight in the ranking system.
Standard grant application scoring sheet used by all reviewers.
Numeric scoring system is used rather than qualitative rating or ranking.
Grant review teams discuss each application and its score.
Final scores and funding recommendations are based on geographic distribution, services to special populations, and applicant’s history as a state grantee and capacity to perform work. Selection would hold up to rigorous public scrutiny.



	Monitoring
	No financial reconciliations are conducted.
No site visits are conducted.
Not aware of grantee activities and how funds are being used.
	Few financial reconciliations are conducted.
Few site visits are conducted.
Little idea of grantee activities and how funds are being used.
	Some financial reconciliations are conducted.
Some site visits are conducted. 
Some awareness of grantee activities and how funds are being used.
	Most financial reconciliations are conducted.
Most site visits are conducted. 
Good awareness of grantee activities including personnel changes and how fund is being used.
	Financial reconciliations are done timely and available to all grant programs.
Site visits are conducted timely and available to all grant programs.
Good awareness of grantee activities and timely awareness of changes in the grantee organization.

	Close-Out
	Grant Closeout Evaluations are not completed.
	Few grant closeout evaluations are completed, but are not accessible to other grant programs, or used for future grant considerations.
	Some grant closeout evaluations are completed, with minimal sharing with other grant programs or used for future grant considerations.
	Grant closeout evaluations are generally completed, but not always shared with other grant programs or used for future grant considerations.
	Centralized system to store all grant close-out evaluations, accessible to all grant programs at MDH.

	Payments
	Grant payment terms are not specified in the grant agreement.
Grant agreement does not contain necessary signatures prior to payments.
Grant payments are made without review of invoices or documentation submitted.
Grant payments do not follow budget plans or terms of grant agreement.
Match requirements are not known.
Grant advances are made without justification or proper authorization.
	Grant payment terms are specified in few grant agreements.
Few grant agreements contain necessary signatures prior to payments.
Inexperienced staff review and approve all invoices, but do not compare to the budget plans or terms of grant agreement.
Match requirements are not known.
Grants are on reimbursement basis with some advances without justification or proper authorization.
	Grant payment terms are specified in grant agreements, but not always followed.
Some grant agreements contain necessary signatures prior to payments.
Program staff review and approve all invoices, but do not always compare to the budget plans or terms of the grant agreement.
Match requirements are known but not always tracked for compliance.
Grants are on reimbursement basis, with some exceptions.
	Grant payment terms are specified in the grant agreement.
Most grant agreement contains necessary signatures prior to payments.
Experienced and knowledgeable staff review and approve all invoices and compare most invoices to the budget plan and in accordance with the terms of the grant agreement.
Match requirements are known and tracked.
Primarily all grants are on reimbursement basis.



	Centralized system has built in controls to ensure a signed grant agreement is on file, prior to any grant payments.
Trained staff review invoices and all applicable documentation against the budget and previous invoices.
Match requirements are known, tracked and acted upon if not met.
All grants are on reimbursement basis only.

	Outcomes
	No definition of grant goals and no measurement of outcomes.
	Some definition of grant goals but little or no measurement of outcomes.
	Grant goals are well defined and there are some measurements.
	Grant goals are well defined and there are measurements in place.
	Grant goals are well defined and there are measurements in place.

	Performance Measures
	Programs do not have defined measures, nor a mechanism for tracking.
	Programs have little defined measures, with little tracking. Measures are based on feelings, not fact.
	Programs have some defined measures, with some tracking but the measures are not useful in telling the full story.
	Programs have defined measures, with tracking capabilities, but the measures are not used for future planning or promoted.
	Performance is measured and information is used to continuously improve grants management.

	Resources/ Tools
	No centralized forms or tools exist.
	Few forms, tools or resources exist but are not consistent across the agency.
	Some centralized forms, tools, or resources exist, but not always consistent across the agency.
	Centralized place where all forms and tools are up to date and available, and assessment of needs is addressed frequently.
	Automated forms and tools in a grants management system.
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