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The data collected for this report are based on a survey of 622 

business owners from across the globe. Twenty-two percent are 

from North America, 15 percent from Latin America, 45 percent 

from Europe and the Middle East, and 18 percent from Asia-Pacific. 

Respondents represent diverse industries, with the largest segments 

from manufacturing (16%) and IT (15%). Fifty-one percent of 

respondents work for organizations with revenues between 

US$100 million and US$999 million. The other 49 percent work in 

organizations with greater than US$1 billion in revenue. 

Respondents were screened to ensure that they have partial or sole 

accountability for delivering business results, and either initiate 

or commission major projects of US$250,000 or more—and/or 

have a business objective that depends in whole or in part on the 

completion of major projects undertaken and managed by others. 

In addition, respondents were required to be in their role three or 

more years.

A B O U T  T H I S  R E P O R T
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Few jobs look the same today as they did even five years ago. The march of digital disruption continues in full force, 
with new technology and business models continually altering the landscape of business and how work gets done. 
Organizations that can’t keep pace face an uphill climb to remain competitive. Those who make it to the top aren’t 
there by accident. Instead, they have embraced organizational agility—they have made it a strategic imperative. 

These organizations create work environments that are receptive to change. They advocate collaboration, learning cycles, distributed 
decision making, value delivery, and ownership of processes and procedures that must remain nimble. The overriding goal is to empower 
their people to identify and respond faster (and better) to new challenges and opportunities.  

The drive for greater agility is perhaps nowhere more visible than among project teams. For years, 
they have augmented their toolkits to include more than one approach to deliver value. But as those 
approaches shift—whether to predictive, agile, or hybrid—so must the support given project teams by 
business owners and shared services, their partners in strategic success. As organizations undertake 
agile transformation, evolving how the lines of business work together is essential. 

This report looks at how agile transformation requires more flexible and adaptive ways of working 
across an enterprise, and the impact on the relationship between business functions and project 
management. It is part of our series on agile transformation in which we explore the people, process, 
and culture drivers of success. 

To gain perspective on how culture impacts greater agility—and project-related work relationships—we surveyed business owners who 
initiate or commission major projects. These business managers, program directors, product managers, and divisional leaders are also 
accountable for benefits realization. In addition, we interviewed PMO directors for a parallel perspective on why achieving agility and using 
agile practices require cross-functional collaboration and support. Their experiences provided insight into what high and low agility look 
like, and how they impact projects and value delivery. 

Through our analysis, we determined that 26 percent of respondent organizations have “high agility.” That classification is based on a 
combination of self-assessments about the level of agility within the respondents’ functional unit and the extent to which they have 
successfully adopted agile practices. Based on those criteria, the other respondents are in two groups: 52 percent with “limited agility,” 

and 22 percent with “low/no agility.” Both groups have considerable work ahead if they want to achieve 
greater agility.

Regardless of where their organization landed, more than half of all respondents—52 percent—agree that 
working with greater agility positively impacts their ability to implement or contribute to strategic objectives. 
That number was a full 88 percent among organizations with high agility. But those with high agility also 
recognize that organizational agility must pervade enterprise-wide. Without it, those who continue to work 
in only one way become obstacles when others need to alter their approach. 

This is especially true for project teams as they determine the right approach for each project based on its 
unique characteristics. The importance of organizational agility is further underscored in our research into 
the people and process drivers. That produced a significant finding: An organization’s agility level is a far 
greater determinant of project success than the approach used (Achieving Greater Agility: The people and 
process drivers that accelerate results, PMI, 2017). 

We explored that finding when surveying business owners for this report and captured more insight into why agility supersedes a project 
approach as a factor in successful value delivery. The key outcomes of our research suggest that it relates to establishing organizational 
agility as an enterprise-wide commitment to accommodate change and deliver faster, better, and smarter results. In short, our research 
reinforced the need for everyone to recognize that there is more than one way to work.

Executive Summary

Embrace organizational 
agility through:

Collaboration

Learning cycles

Distributed decision making

Value delivery

Nimble processes and 
procedures 

>

>

>
>

>

Respondents
with 

high agility
26%

Respondents 
with 

limited agility
52%

Respondents
with 

low/no agility
22%
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Agile Transformation is an ongoing, dynamic effort to develop an organization’s ability to change or adapt 
rapidly within a fast-changing environment and achieve maximum business value by engaging people, improving 
processes, and enhancing culture.

Organizational Agility is the capability to quickly sense and adapt to external and internal changes to deliver 
relevant results in a productive and cost-effective manner. 

Agile is a mindset based on a set of key values and principles designed to better enable collaborative work and 
deliver continuous value through a “people-first” orientation. 

In the pages that follow, we explore how culture determines the success of an agile 
transformation by fostering greater organizational agility and investing in agile practices.

Establishing agility as an enterprise-wide commitment
to accommodate change will drive faster, better, and smarter results. 

Our research reinforces the need for everyone to recognize 
that there is more than one way to work.

K E Y  F I N D I N G S

Greater organizational agility corresponds with success.

An organization’s culture can foster agility within lines of business.

Functions with high agility operate differently than other
functions within their organization.

Functions with high agility receive more organizational support than others. 

Project management office (PMO) support is critical in
creating agility at the line of business level.
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When organizations create a culture of agility that enables projects and programs to be delivered faster and more efficiently, they are 
better positioned to thrive in uncertain times. They can respond quickly to new market challenges and opportunities without losing sight 
of strategic goals—and sustain and strengthen their competitive advantage in the process. 

Culture is a critical enabler, because agility is needed across the entire enterprise. It must become the way an organization operates, so 
that achieving agility in one area is not thwarted by the lack of agility in another. 

While our current research shows how critical it is for business functions to be flexible, it likewise reinforces our learnings about how 
challenging this can be. Organizations struggle to achieve high levels of agility, unless they create a culture of readiness that supports 
flexible processes and employee training in support of agile practices. Those who succeed gain considerable efficiencies, as shown by the 
high-agility organizations in our research, as compared to others (see Figure 1).

Figure 1: Organizations with high agility operate differently and see better results

Percent who completely agree

Building a Culture of Agility 

We are innovative 

Our activities are focused on customer needs

We form networks and collaborate with partners

We successfully respond and adapt to changing market 
conditions and other external factors

Our working environment is project focused

We are “fast to market”/deliver projects,
programs, and results quickly

We can easily introduce new business models

We make decisions quickly

We implement small teams that can
adjust and pivot quickly

We can easily add or change product or service offerings 

We have reduced the size of many of our projects
to allow them to be completed quickly
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Limited Agility
Low/No Agility
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60%

54%

60%

50%
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29%

32%

17%

16%

15%

16%

16%

19%

24%

17%

9%

17%

14%

14%

17%

9%

9%

9%

13%

11%

8%
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Without debate, greater agility means more success. In fact, in our latest research, 88 percent of organizations with high agility indicate, 
when their functions work in a more flexible way, they can better implement and contribute to strategic objectives. They also realize 
significant benefits, including more efficient and effective processes, and higher customer and employee satisfaction (see Figure 2). 
Notably, those with high agility are also more likely to align their projects with strategic objectives, which is critical to benefits realization 
and overall success (see Figure 3).

       Figure 2: Agile approaches and practices deliver benefits

Figure 3: Agile organizations align projects with strategic objectives

Agility and Outcomes

Most projects are aligned

Many projects are aligned

Some projects are aligned

59%

22%

3%

23%

45%

17%

7%

23%

15%

Improved ROI from major projects

Improved control over major projects

Attracted higher skilled employees

Improved product /service quality

Better use of digital technology in our business

Better compliance with regulations and requirements

Improve customer experience

Increased employee satisfaction

More empowered employees

47%

51%

36%

56%

41%

36%

51%

36%

40%

28%

36%

22%

42%

28%

24%

41%

26%

31%

High
AgilityBenefits realized

Limited
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Note: Not asked of those with 
Low/No Agility

High Agility
Limited Agility
Low/No Agility
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In the current business environment, an organization’s agility determines the success of its outcomes. And agility in one area of the 
business fosters greater agility elsewhere, as individuals and teams are free to be more innovative. In addition, when one area of the 
business can sense and respond quickly to change, it has a domino effect that improves outcomes in others, as noted in our research 
among organizations with high agility. Respondents credit agility with producing better outcomes in financial performance, customer 
centricity, project success, strategy implementation, and benefits realization (see Figure 4).

Figure 4: High agility leads to better outcomes

These results highlight how organizational agility is stronger when everyone commits to it and helps others achieve it. But the goal to work 
nimbly enterprise-wide often calls for a culture change that includes: 

  n Releasing dated and cumbersome processes and procedures

  n Investing in employee training to expand skillsets and nurture a more receptive mindset for change

  n Focusing on functional interdependencies
 

Cultivating Agility: A Focus for Everyone 

Financial performance 

 

Customer centricity 

Project success (i.e., on time,
within budget, delivering

expected results) 

Strategy implementation 

Benefits realization
(achieved as originally intended

from programs)

71%

67%

67%

67%

55%

24%

35%

31%

26%

22%

10%

20%

11%

13%

16%

High Agility
Limited Agility
Low/No Agility
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Building a culture to support greater agility starts in the C-suite with executives who set the proper tone at the top. The 
best leaders advocate for agility with both their words and actions. They move from a command-and-control mindset to 
one of employee empowerment and distributed decision making. They also establish innovation as a core value.

These essential attributes create a desired “culture of readiness” for change. And our research underscores the important role of the 
C-suite in making it happen. Among all respondents, 41 percent believe the executive team and another 31 percent believe the CEO have 
the greatest influence to create a change management culture. That is a total of 72 percent who look 
to their most senior leaders for direction and support. Yet, a mere 19 percent believe their C-suite is 
working to operationalize agility. Respondents from organizations with high agility indicate less of a 
gap, but it still implies much work to be done: only 49 percent of their C-suites prioritize agility. 
 
This disconnect must be addressed. Considerable investment is essential to achieving high agility, 
and the C-suite has the authority to make it happen. They determine an organization’s strategic 
direction; approve investments in talent, technology, and process improvement; and establish levels of 
accountability and how success is measured. 

Despite this authority, many organizations see a gap between leadership’s verbal commitment to 
greater agility and concrete actions. To further understand why, we partnered with Forbes Insights to 
research the role of the C-suite in establishing a culture that supports organizational agility. Survey respondents revealed their biggest 
challenge is that they do not have many of the capabilities needed to form a cultural basis for agility. Fewer than half feel equipped with 
the capabilities central to strategy:

(Source: Achieving Greater Agility: The essential influence of the C-suite, PMI, 2017.)

Convincing the C-suite to invest in these capabilities—as a priority—often requires proof of the potential return on investment. Our 
research suggests it is significant. Organizations with higher agility report far stronger performance in key areas, such as finance, customer 
centricity, project delivery, strategy implementation, and benefits realization.

The C-Suite

n  Leveraging technology that allows us to be more efficient 
n  Sensing and proactively responding to customer needs 
n  Leveraging skills/talents that allow us to be more efficient 
n  Sensing and rapidly responding to industry trends 
n  Relying heavily on data to drive business decisions 
n  Using adaptive approaches to executing strategy 
n  Leveraging our PMO function to be more agile 

Creating a
Culture of Agility

72% of respondents look 
to their most senior leaders 
for direction and support 
in creating a change 
management culture

19% say their 
C-suite is working to 
operationalize agility
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Beyond the C-suite, there is an opportunity for project leadership to become evangelists for greater agility. Many already 
play this role unofficially, according to our research, especially in organizations with high agility who are more likely than 
others to have a PMO. In fact, 77 percent have an agile PMO or agile working group (AWG), 65 percent have a traditional 
PMO, and 53 percent have both. 

And whether traditional or agile, these functions are credited with communicating the value of adopting agile practices and helping the 
lines of business achieve greater agility. In fact, survey respondents score much higher for the organizational success factors shown in 
Figure 5 (on the following page) when they have a PMO versus those who do not.

The level of support that organizations with higher agility receive from their PMOs and AWGs, compared to others in our research, further 
confirms that project leadership can contribute to a culture of support for agility. That role extends to other project management offices 
as well. More than half of organizations with high agility say varied project management offices support them to become more agile. In 
addition, more than half credit such support with helping them “greatly improve” their ability to achieve strategic objectives.

Specifically, and among all survey respondents, PMOs, AWGs, and other project governing bodies are credited with helping:

	 	 	 n  Educate stakeholders on why and how to be agile
	 	 	 n  Encourage technical project management activities
	 	 	 n  Remove impediments and streamline processes 
	 	 	 n  Promote training in agile practices
	 	 	 n  Expose and communicate bottlenecks 
	 	 	 n  Build cross-functional teams and break down silos
	 	 	 n  Coach and mentor project professionals and others 
	 	 	 n  Foster collaboration and knowledge sharing
	 	 	 n  Celebrate success

The investment in helping the lines of business work with greater agility has a return benefit for project teams. As they adopt agile and 
hybrid approaches, they gain insight into how routine processes in other functions facilitate or impede their work. So, the PMO/AWG can 
share lessons learned and showcase the benefits of working differently. The potential to influence positive change was articulated by a 
PMO director at a U.S.-based IT organization, who said: 

“As a PMO, we are leading the charge in terms of agile. Other areas of the business 
may be less mature, but I think, as we lead the way and people see results, 

it generates followers, and people want to get on the bandwagon.”

The PMO directors we interviewed clearly understand the link between organizational agility and project management. They emphasize 
that an agile organization requires more than one way of working. Many look at agility as a continuum. Rather than define “being agile” as 
an either/or proposition, they call it a journey between being less and more agile, based on the job to be done.

Project Leadership 
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Although flexibility is key, several PMO directors further emphasize that it should be balanced with the appropriate structure and process, 
so that agility does not equal chaos. They consider this balance to be the essence of high agility. As a PMO director from a U.S.-based 
ecommerce company explained:

“Agility is our ability to be flexible enough to get things done in whatever way 
they require, but structured enough to have high quality.” 

Such perspectives are what the PMO can use to convince other functions to achieve greater agility. It’s an imperative for lines of business 
that commission and support projects. When project teams use different approaches, aspects of both development and delivery cycles 
change. That means the working relationship with internal customers—the business owners—also changes. Planning cycles, decision 
making, and overall communications play out differently with predictive, agile, or hybrid approaches, and the PMO can help others 
understand how.  

That knowledge is essential to maintaining strong and effective work relationships. When change factors emerge, project teams may 
need to alter both what they deliver and how they deliver it. Their ability to respond quickly depends on everyone in the value chain 
being prepared.

The collaboration between project leaders and the lines of business in achieving greater agility has mutual benefits, as everyone identifies 
ways to work faster, smarter, and better. One of the biggest benefits may be that business owners in organizations with high agility are 
more supportive and engaged with their projects, as shown in Figure 5.

Figure 5: Organizations with high agility are more engaged with projects

Allocating time to being actively engaged in the project

Providing continuous feedback to set direction
for new/upcoming work phases

Providing overall guidance and direction to stakeholders,
customers, and the team about the project

Taking ownership/responsibility of the project

Providing subject matter expertise needed for the project

 Making physical workspaces available conducive
to fostering collaboration 

Working with managers in other geographic areas/functions
to have them allocate staff to work on the project

Allocating staff to work on the project as dedicated
team members

Prioritizing work based on business value to be realized

Receiving training on how to organize and manage
the flow of work through the team

High Agility
Limited Agility
Low/No Agility
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20%
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53%
20%

8%
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12%
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51%
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50%
19%

11%

48%
18%

11%

46%
18%

8%
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17%

12%
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17%

15%
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A successful agile transformation commonly requires new approaches in fundamental areas of business. Those include budget cycles, 
hiring practices, procurement practices, and role delineation. The necessary changes may overwhelm already overtaxed business owners 
and shared services. But PMOs can provide support to help them through the change. They can demonstrate the efficiencies gained when 
the right approach is used for project delivery, including shorter delivery cycles, lower costs, and higher quality outputs. 

As we define the role of the PMO in supporting greater organizational agility and adoption of agile practices, we understand that some 
agile proponents might call the construct of a PMO inconsistent with agile environments. But PMOs are evolving how they work. An agile-
oriented PMO has a customer-collaboration mindset. In many cases, this means the PMO operates as an internal consultant, tailoring 
project delivery approaches to accommodate resources, timelines, and overall business needs, even as they change. The PMO is positioned 
to take the pulse of its customer and ensure project professionals are prepared to adapt to needs, regardless of how often or how quickly 
those needs shift. 

Among organizations that effectively position the PMO and their project teams to support 
agile transformation are TD Bank, which has been working toward a multidisciplinary 
project delivery model, and Türkiye Finans Participation Bank, which created an agile 
PMO that is delivering considerable benefits. Later in the report, read how AstraZeneca is 
creating a culture of agility and innovation to strengthen its global leadership in disease 
research. The case studies for these companies offer insight into how other organizations 
can effectively leverage their PMOs and project leadership to support agile transformation 
and higher levels of organizational agility. 

An agile-oriented PMO has a 
customer-collaboration mindset. 
In many cases, this means 
the PMO operates as an 
internal consultant, tailoring 
project delivery approaches 
to accommodate resources, 
timelines, and overall business 
needs, even as they change. 

PMOs: 
Evolving How They Work



CASE STUDY //TD Bank
Enables the PMO to Support and Lead

E S TA B L I S H I N G  A  P L A N

By Meredith Rousseau, PMP, Head of Strategic Portfolio Delivery, TD Bank

With more and more 
organizations moving toward 
agile as a delivery approach, 
we began to focus on how 
the “legacy” PMO function 
can stay relevant and 
continue to add value during 
our own transformation. 

We took steps to enable the PMO to support and lead 
throughout the journey toward a multidisciplinary project 
delivery model—integrating waterfall, iterative, and agile 
methods. We found that in an agile environment, the PMO 
can continue to perform similar functions as it does in more 
traditional models through: 

Some practical ways a PMO can support and lead an organization’s agile transformation to a multidisciplinary 
project delivery environment include: 
 ■  Become the SME: It’s essential for PMO leaders to become subject matter experts in agile. They should develop and/or 
  acquire the expertise to help guide agile practitioners, develop training, and establish a community of practice that 
  provides coaching services.
 ■  Make the Case for Change: Define the value proposition of agile and the PMO’s role in agile delivery. Articulate the 
  business benefits of moving to an agile model, which extend beyond project delivery. Garner support for an agile 
  transformation and secure sponsorship for the PMO’s role in the transformation.
 ■  Define the Target and Roadmap: Help the organization define the agile target state by leveraging the agile expertise   
  within the PMO. Build the roadmap to get to the target state and secure buy-in for the target state and roadmap.
 ■  Lead the Change: Become the organization’s leader of the agile transformation and drive the change beginning with   
  successes in project delivery and extending it beyond projects to business agility.
 ■  Build the Capability: Acquire and/or retool the workforce with the necessary agile skills, build a culture of agile within the 
  project delivery organization, apply agile concepts to all projects regardless of delivery method, support the central 
  functions (i.e., finance, risk, compliance) in transforming their ways of working to support an agile delivery    
  methodology, and be the centralized repository for talent and talent development that can be leveraged by any    
  business within the organization.

L E S S O N S  L E A R N E D

 No organizational transformation is without some challenges along the way. As you embark on your own agile journey, keep in 
 mind the following: 

Understand the organization’s readiness and where you are on your agile journey.

Aim for integration and coexistence rather than replacement.

Don’t attempt the PMO evolution toward agile all at once.

Exploit PMO strengths to support and lead the agile transformation.

■  Establishing standards
■  Serving as the Center of Excellence
■  Educating the organization
■  Training and building talent

CASE STUDY

10



Türkiye Finans 

Benefits

Creates an Agile PMO
By Burak Uluocak, 
Vice President, Enterprise Project Delivery and 
IT & Operations Governance Department, 
Türkiye Finans Participation Bank

During our agile transformation of the entire IT organization for all projects and services, our 

PMO was transformed to an Agile Project Management Office where project managers have 

started to act as scrum masters of their teams. This enables a standard agile framework among 

the teams and helps in solving impediments and practicing enterprise project management in 

the organization, including program and portfolio management practices. 

By implementing agile principles, project delays were decreased, and efficiency increased 
significantly. Also, information technology staff and business owners began to work 
together and focus on the same goals, and complaint culture was eliminated. 

Customer collaboration took the place of contract negotiation. IT development teams 
became self-organized and cross-functional. They started to determine the best ways to 
accomplish their work, rather than being directed by others outside the team. Customers 
started to experience and test working product at much shorter iterations. Development 
teams began to respond to change requests and customer feedback quickly at the 
beginning of the projects. In this way, the bank could deliver value-driven new features and 
products to satisfy market needs even before completing an entire project. This new way of 
doing work, of course, resulted in increased customer and employee satisfaction.

As a result of our agile transformation, we became the largest scrum organization among East Europe and Middle East 
regions by the end of 2014. Since then, our Agile Center of Excellence that has been operating under the Agile Project 
Management Office department continues to work on the organizational backlog related to Kaizen principles. We deployed 
some important improvements like scrum tool integration, 360 degree performance evaluation, scrum of scrum (Nexus) 
practices, modifications on the processes, etc. We have many tasks in the backlog, including spreading agile practices through 
other business groups as much as possible. 

The agile transformation program also was managed with an agile project-based approach:
■  A four-month foundation deadline was set at the beginning of the transformation. 

■  An Agile Center of Excellence team was formed to manage and monitor the transformation project.

■  Weekly sprint reviews were held with the transformation team.

■  Monthly status reports were issued, showing the status of transformation. 

■  Review meetings were held with top management every six weeks.

Customer collaboration 
took the place of 
contract negotiation.
IT development teams 
started to determine the 
best ways to accomplish 
their work, rather than 
being directed by others 
outside the team.

CASE STUDY
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The ability of project managers to deliver faster and better results depends only partly on the approach they use. While 
having a diverse toolkit is essential, organizational agility is not only about having the capability to respond quickly 
to new scenarios. It is also about being able to sense them. Sensing requires access to information and the ability to 
understand how that information impacts a project team’s work and the customers they serve.

That’s why project managers need more than technical skills. They are better equipped to sense change when they are well informed 
about an organization’s strategic objectives and how their projects align. They need to forge strong relationships with business owners who 
request projects as well as with the functions that support them (e.g., finance, legal, risk management, and HR). 

Throughout the project life cycle, whether a short sprint or a multi-month project, they need the ability to maintain communications and 
identify any internal or external factors that prompt an adjustment to how a project is delivered—or to what is delivered. 

Those who have leadership skills and strong business acumen—and deal well with ambiguity—can lead strategic initiatives that drive 
change within their organizations. The value-add project managers, like the PMO, can be coaches and advocates for greater agility and 
adoption of agile practices across the enterprise. The evolved project manager, with the right skills and competencies, can play a role to:

	 	 	 n  Ensure projects stay aligned with strategic goals
	 	 	 n  Increase the efficiency and effectiveness of how work gets done, including identifying unnecessary or 
       cumbersome steps in work processes
	 	 	 n  Share essential information broadly with all stakeholders

Global science-led biopharmaceutical company AstraZeneca evaluated the role of project managers when it embarked on a cultural 
transformation that would not only enable the organization to respond to new challenges and opportunities, but also increase its level of 
scientific innovation. The case study that follows reveals how AstraZeneca evolved its project management capabilities.

The Project Manager



CASE STUDY

AstraZeneca
Evolves its PMO and 
Project Management Capabilities

By Martine Mazzetti, 
Vice President, and 
Maria Hedwall, Sr Director, 
both in IMED Operations 
Project Management at 
AstraZeneca

Operating in a very complex, highly regulated, and innovative environment challenges us to execute 
projects that accelerate on positive data, to optimal cost, and according to high values and standards. 
Creating a culture of agility and innovation will help us become an acknowledged leader in our core 
disease areas.

Cross-Functional Approach Project Management Capabilities

In a matrix organization, our drug project teams are pushing the boundaries of science to make a difference through medicines for 
patients, their families, and society in general. The transformation of the organization to become more agile can be considered a 
substantial break with traditional corporate culture. To achieve our goal, we defined five key organizational values:

In AZ, the early stage of drug development is called Innovative 
Medicines & Early Development (IMED) and consists of four 
business units (disease areas) accountable for driving the early 
phases of medicines development. The drug project management 
function leads and drives cross-functional teams so that the 
boundaries of science are pushed while delivering projects to cost, 
time, and quality (fulfilling strict regulatory requirements). This is 
done by efficiently facilitating informed decision making within 
projects across the portfolio and within governance bodies.

In IMED, the transition to new, more agile ways of working meant 
we needed to ensure we had aligned governance processes, 
effective project management, clear principles for decision making, 
and a consistent approach to the management of information 
across teams and between regions. In the past, the culture related 
to regions and projects was delivered using region-specific 
approaches and traditions, which resulted in large amounts of data 
reconciliation with complex management information structures.

A Drug Project Management Organization was initiated with the 
vision to become a separate PMO-like support function to 
facilitate and drive drug project delivery and inform decision 
making on early drug projects and portfolios across AZ. 

One of the initial steps in creating an agile and efficient drug project 
management organization was to look into the “ideal profile” of a 
project manager. Another important step was to understand about 
what project management tools, processes, and principles were 
needed to be aligned and incorporated as key project manager 
capabilities, both on an individual and organizational level. When 
assessing these capabilities, it was clear that a common platform and 
language would be essential for the transformation. 

Demonstrating the value of project management was also key to 
building trust across the organization. The trust translated to quality 
drug project and portfolio data that, in turn, produced quality 
information used for informed decision making. The organization 
continues to excel with more and more agile ways of working 
replacing high-stress reactive situation. The agility in thinking and new 
ways of working is continuously achieved by supporting motility in the 
organization between project management and other functions.

Creating an agile organization has uncovered a deeper understanding 
of the different project environments and the potential challenges 
that a project manager could face. Creating a knowledge-sharing 
culture has been essential, where involvement of people at all levels 
within the organization has been key. Through engagement and 
inclusion of project managers to identify smart and efficient process-
es, as well as ways of working, our project management approach is 
continuously improving with specifically identified key areas such as 
risk management, planning, and control. 

Customer
Focus

1

Technical 
Leadership

2

Operational 
Excellence

3

Collaboration
4

Simplicity
5
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The support of the C-suite and the PMO to champion organizational agility is critical. But it is up to the business 
owners to achieve it. They are the closest to customers—both internal and external—so often they are the first to know 
when change factors arise. They have the responsibility to influence cross-functional collaboration and performance 
management. In addition, business owners often bring extra dynamism to champion projects and work in a manner 
that ensures benefits realization.  

That focus on delivering value helps project teams stay aligned with strategic goals and objectives. In fact, business owners often act as 
the conduit between leadership and project professionals. So, we’ve identified four roles they can play in partnership with the PMO to 
influence a supportive culture. Our research shows how organizations with high agility effectively utilize the business owner function.  

CHAMPION 
Ensures the right skills exist within team, confirms new plans to incorporate organizational learning, and creates project 
charters with vision and purpose.

Role in promoting and implementing agility in business or functional unit

SKILL SEEKER 
Emphasizes clear communication and complex problem solving, has a positive attitude toward change, technical skills, 
and improvisation.

New skills required in making business or functional unit more agile

The Business Owner

Ensuring we have the right skills within our teams 

Creating a project charter with explicit vision and 
purpose and a clear set of working agreements 

Ensuring that new plans incorporate
organizational learning

Communication skills 

Positive attitude towards change

Complex problem solving skills

Technical skills

Improvisation

79%

70%

69%

64%

44%

49%

50%

35%

35%

73%
67%

71%
58%

62%
49%

63%
54%

48%
32%

High Agility
Limited Agility
Low/No Agility

High Agility
Limited Agility

NOTE: Not asked of those with Low/No Agility
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MENTOR 
Forms networks and collaborates with partners, puts the customer first, is project-focused, and responds and adapts.

Completely agree with statement regarding their business or functional unit

ALLY 
Supports others in the organization, including senior management, portfolio management, HR, finance, and procurement.

Completely agree that areas of the business provide support in becoming more agile

Our activities are focused on customer needs 

We form networks and collaborate with partners 

We successfully respond and adapt to changing 
market conditions and other external factors 

Our working environment is project focused

Senior management

Portfolio management

Human Resources

Finance 

Procurement

65%

71%

60%

53%

60%

58%

59%

63%

61%

32%

29%

16%

26%

16%

24%

19%

23%

23%

14%

19%

17%

20%

9%

19%

13%

27%

14%

High Agility
Limited Agility
Low/No Agility

High Agility
Limited Agility
Low/No Agility
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Organizations that succeed with agile transformation insist upon greater agility and the adoption of multiple approaches 

across the enterprise. Without that mandate, the success of greater agility in one area of the business could suffer when 

other functions fail to change. 

But mandates for enterprise-wide agility, while well meaning, fall flat if the culture does not support new ways of operating. The role of 
the C-suite in creating that culture of readiness is indisputable. But the daily effort to sustain it and continually evolve how work gets done 
falls on everyone. That’s why cross-functional collaboration and support is an enabler of organizational agility. Culture supports it, but 
employees make it happen.

And that requires everyone to understand what agility means—that it’s the capability to quickly sense and adapt to external and internal 
changes to deliver relevant results in a productive and cost-effective manner. Everyone also needs to adopt agile practices. While they 
are familiar in the context of project management, other functions that commission projects or support project work must be ready to 
accommodate different approaches by working differently themselves.

So, while our research confirms that organizational agility depends on how well the lines of business work together in response to change, 
there may be benefit in positioning someone who works with them routinely as an evangelist for agile transformation. That role is a logical 
fit for project leadership. Many PMOs and AWGs in organizations with high agility already demonstrate the mutual benefits, as they help 
business owners: 

These are just a few areas of support that emphasize the value of project leadership

in facilitating, as well as advocating, organizational agility. 

Culture Supports New Ways of Operating
Conclusion and Implications:

Understand technical project management activities

Remove impediments and streamline processes when working 
with other areas of the business, such as HR and finance

Expose and communicate bottlenecks

Align stakeholder needs

Advocate for training in agile practices
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Our research on
agile transformation includes:

Achieving Greater Agility:  The people and process drivers that accelerate results

The Drivers of Agility: Engaging people and building processes to accelerate results

Achieving Greater Agility: The vital role of culture and commitment
Developed in collaboration with KPMG

Achieving Greater Agility: The essential influence of the C-suite
Developed in collaboration with Forbes Insights

Achieving Greater Agility: The critical need for cross-functional collaboration
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