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This document presents a case study 

and a guide for assessing and improving 

the maturity level of MLOps processes, 

which are the practices and capabilities 

of applying DevOps to ML projects. The 

document also discusses the benefits, 

challenges, and best practices of MLOps, 

and how Plain Concepts can help with 

this process.
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MLOps (Machine Learning Operations) is an emerging 
field that applies DevOps principles and practices to the 
development and deployment of ML models. The goal 
of MLOps is to improve the quality, reliability, scalability, 
speed, security, and compliance of ML models and 
solutions throughout their entire lifecycle. 

A poorly designed or deployed ML model can have 
serious consequences, from inaccurate diagnoses to 
financial losses to physical harm. By applying DevOps 
practices to ML projects, MLOps helps ensure that ML 
models are developed, deployed, and maintained in a 
systematic and controlled manner, reducing the risk of 
errors and failures.

Abstract

In this document, we present a case study of a fictitious 
company that performs a maturity assessment of its 
MLOps processes. The company’s current maturity level is 
1, according to the MLOps maturity levels framework. To 
improve their processes, we provide a guide consisting of 
five steps:
1. Define the scope and criteria of the assessment.
2. Collect and analyze data and evidence.
3. Compare and benchmark the results.
4. Identify and prioritize the gaps and opportunities for 

improvement.
5. Define and implement action plans.

The document also provides a comprehensive discussion 
of the benefits, challenges and best practices when 
evaluating and improving the maturity level of MLOps 
processes, and how companies such as Plain Concepts 
can facilitate and support this process.

https://www.plainconcepts.com/
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MLOps is a set of principles and practices 
that apply DevOps methodologies to 
the development and deployment of 
Machine Learning (ML) solutions. MLOps 
aims to enhance the quality, reliability, and 
scalability of ML models while expediting 
their delivery and deployment.

MLOps Maturity Levels are a way of 
evaluating the degree to which an 
organization or team has adopted MLOps 
practices and capabilities. There are 
different frameworks and models, but the 
most widely used ones define four different 
levels of MLOps maturity:

MLOps Maturity 
Assessment: A Case 
Study and a Guide for 
Improvement

At this level, some fundamental MLOps practices and capabilities 
are introduced, such as version control, code review, testing, and 

documentation. ML projects become more structured and 
organized, with some collaboration and integration with other 

teams or systems. Automation tools such as scripts or pipelines 
are used for deploying ML models. ML models and data 

are tracked and governed to some extent, and some 
feedback on model performance or  

behavior is provided.

This is the lowest level of 
MLOps maturity, when no formal 

or consistent processes exist for 
developing, deploying, or monitoring 

ML models. ML projects are executed in 
isolation, with no collaboration or integration 
with other teams or systems. ML models 
are typically deployed manually without 
automation or testing. ML models and data 
lack tracking or governance, and there is 

no feedback on model performance 
or behavior.

https://www.plainconcepts.com/
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This is the highest level of MLOps maturity, where MLOps practices and 
capabilities are fully integrated and optimized across the organization or the 

team. ML projects are aligned with business goals and outcomes, with 
clear and measurable value and impact. State-of-the-art automation 

tools such as serverless or edge computing are used for deploying 
ML models. Proactive and predictive tracking and governance 

of ML models and data is implemented, and actionable 
visibility and feedback on model performance or 

behavior is provided.

This level involves adopting more advanced MLOps practices and capabilities 
such as continuous integration, continuous delivery, continuous monitoring, 

and experimentation. ML projects become more agile and iterative, with 
frequent and fast delivery and deployment of ML models. Robust and 

scalable automation tools such as orchestration platforms or cloud 
services are used for deploying ML models. Comprehensive 

tracking and governance of ML models and data 
is implemented, and continuous visibility and 

feedback on model performance or  
behavior is provided.

https://www.plainconcepts.com/
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Evaluating your MLOps maturity level can provide 
valuable insights into how well your organization or team 
is implementing MLOps practices and capabilities. It can 
help you identify areas for improvement and set realistic 
goals for enhancing the quality, reliability, and scalability 
of your ML solutions. There are different methods and 
tools to assess your MLOps maturity level, but a common 
one is based on the following steps:

How to assess your MLOps 
maturity level

1

2

Define the scope and criteria of the assessment

Collect and analyze data and evidence

 • Identify which aspects of MLOps you want to assess, such as 
development, deployment, monitoring, governance, etc.

 • Define specific criteria and metrics for each aspect, such as quality, 
reliability, scalability, speed, etc.

 • Clarify the expected outcomes and benefits of the assessment.

 • Gather data and evidence from various sources, such as code repositories, 
deployment logs, monitoring dashboards, feedback surveys, etc.

 • Analyze the data and evidence to evaluate your current state and 
performance for each aspect of MLOps.

 • Identify any patterns, trends, or outliers that may indicate areas for 
improvement.

https://www.plainconcepts.com/
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3

5

4

Compare and benchmark your results

Define and implement action plans

Identify and prioritize gaps and opportunities

 • Compare your results with the MLOps maturity levels framework, such as 
the one described above, to determine your current maturity level.

 • Benchmark your results against your peers, competitors, or industry 
standards to gain insights and inspiration for improvement.

 • Identify any gaps or strengths that you can leverage or address.

 • Define specific and measurable objectives, timelines, and responsibilities 
for each gap and opportunity.

 • Assign owners and stakeholders to each action plan.
 • Monitor and measure the progress and outcomes of each action plan.
 • Adjust the action plans as needed based on the results and feedback.

 • Identify the most critical gaps and opportunities for improvement  
based on your assessment results.

 • Prioritize them based on their impact, feasibility, and urgency.
 • Consider any dependencies, trade-offs, or risks involved in addressing them.

https://www.plainconcepts.com/
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Defining the scope and criteria of the MLOps assessment is 
a critical step to ensure alignment with your ML project goals 
and challenges, cover the entire ML lifecycle, involve relevant 
stakeholders, and measure your MLOps performance. To 
achieve this, consider the following questions: 

 □ What are your ML project goals and objectives?  
Identify the main goals and objectives of your ML 
projects, such as increasing revenue, reducing costs, 
or improving customer satisfaction. These goals will 
help you prioritize your MLOps assessment and align 
it with your business outcomes and value. 

 □ What are the main challenges and pain points of your 
ML projects? Identify the main challenges and pain 
points of your ML projects, such as data quality, model 
drift, or deployment latency. These challenges and pain 
points will help you prioritize your MLOps assessment 
and identify improvement areas. 

 □ What are the main stages and activities of your ML 
lifecycle? Identify the main stages and activities 
of your ML lifecycle, such as data collection, data 
preparation, model development, model testing, 
model deployment, and model monitoring. These 
stages and activities will help you structure your 
MLOps assessment and cover the entire ML lifecycle. 

 □ What are the main roles and responsibilities of 
your ML team and stakeholders? Identify the 
main roles and responsibilities of your ML team 
and stakeholders, such as data engineers, data 
scientists, ML engineers, ML operations, business 
analysts, and product managers. These roles and 
responsibilities will help you involve and engage 
relevant stakeholders in the MLOps assessment and 
improvement process. 

How to define the 
scope and criteria of the 
MLOps assessment

 □ What are the main tools and technologies that you 
use for your ML projects? Identify the main tools and 
technologies that you use for your ML projects, such 
as programming languages, frameworks, libraries, 
platforms, or services. These tools and technologies 
will help you assess your MLOps capabilities and 
identify potential gaps or opportunities. 

 □ What are the main criteria and metrics that you 
use to evaluate your ML projects? Identify the main 
criteria and metrics that you use to evaluate your ML 
projects, such as accuracy, precision, recall, F1-score, 
latency, throughput, or availability. These criteria 
and metrics will help you measure your MLOps 
performance and maturity level and compare it with 
industry standards or peers.

https://www.plainconcepts.com/


www.plainconcepts.com

MLOps Maturity Assessment: A case study and a guide for improvement 10

Collecting and analyzing data and evidence for the MLOps 
assessment is a crucial step, as it provides the factual 
and objective basis for evaluating your current state and 
performance for each aspect of MLOps. Here are some 
questions and answers to help you gather and analyze data 
and evidence for the assessment:

 □ What are the sources and methods of data and 
evidence collection for your ML projects? You need 
to identify the sources and methods of data and 
evidence collection for your ML projects, such as 
code repositories, deployment logs, monitoring 
dashboards, feedback surveys, interviews, etc. 
These sources and methods will help you gather 
the relevant and reliable data and evidence for your 
MLOps assessment. 

 □ What are the types and formats of data and evidence 
for your ML projects? Identify the types and formats 
of data and evidence for your ML projects, such as 
quantitative, qualitative, textual, numerical, graphical, 

and more. This identification will help you organize 
and store the data and evidence for your MLOps 
assessment. 

 □ What are the tools and techniques of data and 
evidence analysis for your ML projects? Identify the 
tools and techniques of data and evidence analysis 
for your ML projects, such as descriptive statistics, 
inferential statistics, data visualization, data mining, 
and more. These tools and techniques will help you 
process and interpret the data and evidence for your 
MLOps assessment. 

 □ What are the results and insights of data and evidence 
analysis for your ML projects? Identify the results and 
insights of data and evidence analysis for your ML 
projects, such as trends, patterns, correlations, outliers, 
anomalies, and more. These results and insights will 
help you evaluate your current state and performance 
for each aspect of MLOps.

How to collect and analyze 
data and evidence for the 
MLOps assessment

https://www.plainconcepts.com/
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Comparing and benchmarking your results for the MLOps 
assessment is an essential step, as it helps you understand 
how you stand and what you can learn from others in 
terms of MLOps practices and capabilities. Here are some 
questions to consider when comparing and benchmarking 
your results: 

 □ What are the reference points and standards for 
the MLOps assessment? Identify the standards and 
frameworks that suit your organization’s needs and 
context, such as the MLOps maturity levels framework 
described above. Determine which organizations 
or teams you want to compare yourself with, such 
as similar or aspirational organizations that have 
achieved high levels of MLOps maturity.. 

 □ What are the methods and metrics of comparison 
and benchmarking for the MLOps assessment? 
Identify the methods and metrics of comparison and 
benchmarking, such as gap analysis, SWOT analysis, 
scorecards, rankings, ratings, etc. These will help you 
measure and visualize the differences and similarities 
between your results and the reference points and 
standards for the MLOps assessment. 

How to compare and 
benchmark your results for 
the MLOps assessment

 □ What are the outcomes and learnings of comparison 
and benchmarking for the MLOps assessment? 
Analyze your results to identify strengths, weaknesses, 
opportunities, and threats. Look for best practices and 
lessons learned that will help you understand your 
current position and how to improve your MLOps 
practices and capabilities.

https://www.plainconcepts.com/
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Identifying and prioritizing gaps and opportunities for the 
MLOps assessment is a key step, as it helps you plan and 
prioritize your actions and improvements for each aspect of 
MLOps. Here are some questions and types of answers that 
can help you identify and prioritize gaps and opportunities 
for the MLOps assessment: 

 □ What are the specific areas within each aspect of 
MLOps that require improvement? Identifying gaps 
and opportunities for improvement within each 
aspect of MLOps (e.g., development, deployment, 
monitoring, governance) is critical. This involves 
assessing your current performance against 
established benchmarks and identifying areas where 
there is potential for improvement or challenges to 
maintain standards. 

 □ How can you prioritize which gaps and opportunities 
to address first?  Determining criteria and factors for 
prioritizing improvement areas is crucial. Consider 
factors such as the potential impact of changes, 
urgency, feasibility, cost, benefit, and risk. Using these 
criteria will help rank and select the most significant 
and relevant improvement areas to focus on. 

 □ What are the potential dependencies, trade-offs, 
and risks associated with making improvements 
to each aspect of MLOps?  When assessing 
improvement opportunities, it’s important to 
understand dependencies, trade-offs, and risks. 
Factors such as resource allocation, coordination, 
integration, compatibility, security, and compliance 
may impact the feasibility of implementing 
improvements. It’s essential to consider these 
implications and consequences to ensure that the 
improvements are sustainable and effective.

How to identify and prioritize 
gaps and opportunities for 
the MLOps assessment

https://www.plainconcepts.com/
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ABC Inc. is a fictitious company that provides online 
education services to students and teachers. The 
company has a small ML team that develops and 
deploys ML models for various purposes, such as content 
recommendation, student performance prediction, 
and teacher feedback generation. The company wants 

Define the scope and criteria of 
the assessment
The company identifies four areas 
of MLOps to focus on: development, 
deployment, monitoring, and governance, 
and defines the criteria and metrics for 
each aspect, such as quality, reliability, 
scalability, speed, etc.

A case study of MLOps 
maturity assessment

Collect and analyze data and 
evidence
The company collects and analyzes 
data and evidence from various 
sources and methods, such as code 
repositories, deployment logs, monitoring 
dashboards, feedback surveys, and 
interviews. Then, evaluates its current 
state and performance for each aspect 
of MLOps and identifies the strengths 
and weaknesses, as well as the gaps and 
opportunities for improvement.

Compare and benchmark  
your results
The company compares and benchmarks 
its results with the MLOps maturity levels 
framework, and finds out that it is at 
level 1 for all aspects of MLOps, except 
for deployment, which is at level 2. The 
company also compares and benchmarks 
its results with its peers, competitors, and 
industry standards, and learns from their 
best practices and lessons learned.

to improve its MLOps practices and capabilities, and 
decides to perform a maturity assessment of its MLOps 
processes, which are currently at maturity level 1, 
according to the MLOps maturity levels framework.
The company follows the steps below to perform the 
maturity assessment of its MLOps processes:

1 2 3

https://www.plainconcepts.com/
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Identify and prioritize gaps  
and opportunities
The company identifies and prioritizes the 
gaps and opportunities for improvement 
for each aspect of MLOps, based on 
the criteria and factors such as impact, 
urgency, feasibility, cost, benefit, risk, 
etc. The company also considers the 
dependencies, trade-offs, and risks 
involved in addressing them.

Define and implement  
action plans
The company defines and implements 
action plans for each gap and opportunity, 
with clear objectives, timelines, and 
responsibilities. The company also 
monitors and measures the progress and 
outcomes of its action plans, and adjusts 
them as needed.

By conducting a thorough maturity 
assessment of its MLOps processes, 
the company expects to achieve the 
following outcomes and benefits:

1. Improved quality and reliability of its 
ML models and solutions, resulting in 
fewer errors and failures. 

2. Increased scalability and speed of its 
ML development and deployment 
processes, leading to reduced costs 
and resource requirements. 

3. Enhanced monitoring and 
governance of its ML models and 
solutions, ensuring greater security 
and compliance. 

4. Higher customer satisfaction and 
retention, as well as increased 
revenue and growth.

4 5

MLOps Maturity Assessment: A case study and a guide for improvement

www.plainconcepts.com
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MLOps involves the use of DevOps principles and 
practices to improve the quality, reliability, scalability, 
speed, security, and compliance of ML models and 
solutions throughout their lifecycle, from development to 
deployment, monitoring, and governance. 

 ▶ Evaluating the maturity level of MLOps 
processes is crucial in understanding the 
current state and performance of MLOps practices 
and capabilities. This evaluation allows you to 
identify and prioritize the gaps and opportunities for 
improvement, as well as helping you compare and 
benchmark with the best practices and standards 
in the industry, to learn from the experiences and 
lessons of others. 

 ▶ To perform this assessment, a systematic 
and structured approach is necessary. 
This can be achieved by following a five-step process 
which includes defining the scope and criteria of 
the assessment, collecting, and analyzing data and 
evidence, comparing, and benchmarking the results, 
identifying, and prioritizing areas for improvement, 
and defining and implementing action plans. 

 ▶ This evaluation can bring 
many benefits, such 
as improving the quality 
and reliability of ML models 
and solutions, increasing the 
scalability and speed of ML 
development and deployment 
processes, enhancing the 
monitoring and governance of ML 
models and solutions, and ultimately, 
increasing the customer satisfaction and 
retention, as well as the revenue and 
growth of the organization. 

Conclusion

https://www.plainconcepts.com/
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 ▶ However, it also demands significant 
effort, time, and resources, along with dealing 
with the intricacies and challenges of ML projects, 
tools, and technologies. It involves actively engaging 
the ML team and stakeholders while managing 
dependencies, trade-offs, and risks associated with 
the improvement process. 

 ▶ Moreover, the assessment requires the 
involvement and cooperation of various 
stakeholders, including data engineers, data 
scientists, ML engineers, ML operations, business 
analysts, product managers, and others. Every 
role and responsibility hold significant value and 
contributes to the assessment and improvement 
process.

At Plain Concepts, we have a deep understanding of 
MLOps and can assist your company in assessing the 
maturity level of your MLOps processes. Our team’s 
extensive knowledge and experience in this field 
allow us to provide expert guidance and support 
throughout this evaluation process, as well as to 
accompany your organization on its journey toward 
improvement.

We can help your company with every step of the 
assessment process, including defining the scope 
and criteria, collecting and analyzing data and 
evidence, comparing and benchmarking results, 
identifying and prioritizing areas for improvement, 
and defining and implementing action plans. 
Additionally, we offer access to cutting-edge tools 
and technologies that enable and enhance MLOps 
practices and capabilities.

https://www.plainconcepts.com/
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Any questions  
about MLOps 
maturity assessment?

Send us an email
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