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Summary
Measurement is key to demonstrating the 
impact and value of projects. Measurement 
provides project visibility and delivers the 
data to strengthen the future business 
case for a program or project 
management office (PMO). However, if 
project success is limited to the “iron 
triangle” metrics of scope, schedule, and 
cost, it often condemns projects (and the 
PMOs overseeing them) to being “red 
flagged” as a poor return on investment for 
organizations. But what if PMOs change 
the way projects are perceived by 
emphasizing outcome-based benefits such 
as operational efficiencies or customer 
satisfaction?

Project Management Institute (PMI), the 
world’s leading authority on project 
management, and professional services 
firm PwC have teamed up to address how 
success being measured by project-based 
organizations impacts PMOs. Our global 
research indicates that innovation in 
measurement is a key feature of PMO 
maturity. Our PMO maturity index 
highlights a group of 230 PMOs which make 
up the top 10% of organizations—called 
the “Top 10 Percent” in this report—which 
are bringing in a greater variety of 
measures and using technology to increase 
the number and variety of metrics and the 
frequency of measurement. The Top 10 
Percent organizations outperformed 
organizations overall in 2020 in revenue, 
customer satisfaction and acquisition (see 
Figure 1) and Environmental, Social, and 
Governance (ESG) indicators.

The report also highlights what PMOs can 
do to reimagine their approach to 
measurement, which will help to increase 
the visibility of evolving maturity levels and 
increase the perceived value and impact of 
PMOs and project managers across 
organizations.

Figure 1: Key Performance Indicators—The Top 10 Percent versus All Organizations

Source: PMI and PwC Global Survey on Transformation and Project Management 2021.
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Starting the Conversation 
on Measurement
When projects come into existence, the planning 
process undoubtedly starts with what needs to be 
done, when it will be done and how much it will cost. 
These dimensions frequently form the foundation for 
tracking progress and reflecting on project success as 
well. The iron triangle (see Figure 2) is easy to 
understand, quantifiable, and trackable. However, what 
it doesn’t do is provide a robust evidence base for the 
wider impact of projects. The conversation about 
project outcomes, which happens during the planning 
process, needs to start driving measurement at 
project initiation—not afterward. The ability to link 
performance metrics to outcomes from start to finish 
is critical in positioning PMOs as valued contributors 
to strategy delivery. 

The Top 10 Percent organizations are more likely to be 
aligning key performance indicators (KPIs) to wider 
organizational strategy, communicating the impacts of 
projects, and making the most effort to improve the 
line of sight for the C-suite (and engage them in the 
PMO) during the COVID-19 pandemic (see Figure 3). We 
believe that this is driving a more outcome-focused 
approach to measurement. Our research confirms 
these organizations have a more innovative approach 
to measurement using more metrics and technology. In 
order to qualify in the Top 10 Percent, we know they 
are also more likely than not, to be communicating the 
impacts of projects and aligning KPIs to wider 

organizational strategy. That said, there is still more to 
be done even by the Top 10 Percent to improve the 
approach to measurement and the use of technology 
to facilitate measurement.

Figure 2: The Triple Constraints of Projects
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Figure 3: Measurement—The Top 10 Percent versus All Organizations
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Source: PMI and PwC Global Survey on Transformation and Project Management 2021.
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Our research identifies these four key approaches to improving 
how the impacts of projects and programs are measured:

1. Increasing the number of measures and frequency of 
measurement.

2. Increasing the effectiveness of measures.

3. Involving the right stakeholders.

4. Increasing the use of technology.

Increasing the Number of Measures 
and Frequency of Measurement
In our global survey, only 12 project professionals out of 4,069 
told us that their organization had no formal metrics in place to 
monitor the success of projects. The rest, on average, had 7.1 
metrics in place for every project—but of these, typically four 
were linked to the iron triangle (see Figure 4). Therefore, only 
three additional measures were being used to tell a compelling 
story of project success. To amplify the impact of projects, and 
by extension the PMO, additional measures such as societal or 
environmental impact or return on investment must be the 
headline act. Being on time, in scope and on budget are the 
basics; they do not evidence the real change in outcomes that 
projects can provide. 

Overreliance on the iron triangle is also affecting the image of 
project managers. When participants in our global survey were 
asked to describe how those outside of the profession would 
describe project managers, scheduler was the second most 
frequent word used, selected by 54%. However, among those in 
the Top 10 Percent, scheduler was just one of many descriptors 
used to the same degree to describe project managers. In 
addition, many more participants in the Top 10 Percent used 
words like changemakers, essential, and realizing visions to 

Figure 4:  Metrics Being Used to Measure Project Success*

PROJECT METRIC
TOP 10 PERCENT, % 

(N=230)
ALL ORGANIZATIONS, % 

(N=4,069)

INPUT MEASURES

Adherence to schedule 86 85

Adherence to budget 83 79

Adherence to scope 75 74

Quality of work 88 71

OUTPUT MEASURES

Customer satisfaction 78 65

Risk management indicators 67 44

Operational efficiencies 63 40

Alignment to the wider organizational strategy and KPIs 61 38

Source: PMI and PwC Global Survey on Transformation and Project Management 2021.  
*Participants were provided with a list of 15 metrics to select from.

PMI and PwC observed the 

variety of ways in which 

organizations measure project 

success and together undertook 

a global survey in July and 

August 2021 of 4,069 people 

involved in leading or 

facilitating the delivery of 

projects, programs and 

portfolios to explore the 

issue. The survey sample was 

wide ranging and included 

individuals with formal project 

management qualifications, those 

with formal job titles such as 

project/program/portfolio 

manager, those in less formal 

project management roles, and 

initiative and workstream 

leaders. The executive viewpoint 

was also well represented, with 

the survey capturing 1,348 

C-suite responses. 

Regional Spotlight
Organizations in South Asia, on 
average, have the most measures in 
place (8.3). Latin America and Europe 
have the lowest number of measures 
in place (6.3 and 6.6, respectively).
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describe project managers, compared to organizations overall. This 
suggests that increasing the scope of measures can also influence the 
perceived value of project management capabilities and help combat the 
talent crisis.

The frequency of measurement also poses a challenge. Our findings 
showed that only 41% of PMOs were consistently measuring and 
reviewing their performance, and that just over half were regularly 
communicating project milestones and impacts to the C-suite. Both of 
these elements are key to improving PMO maturity in our index—using 
measurements to assess the performance of projects and PMOs has to 
be done on a regular basis.

Increasing the Effectiveness of Measures
There are two aspects to consider when it comes to the effectiveness of 
measures: firstly, selecting the right measures and secondly, how to 
implement them.

Selecting the right measures: A measure that’s useful for one project 
may not necessarily be the best measure to gauge success in the future. 
Scope, schedule, and cost will always be constants, but the outcome 
measures need to evolve. Measures have to be actively reviewed by the 
right people—there needs to be purposeful, collaborative reflection on 
what the measures are saying to tell the story of project impact in the 
best way and inform future projects. This reflection has to become 
commonplace—part of daily team meetings, part of project reviews and 
part of monitoring PMO performance.

How to implement measures: Customer satisfaction is a score that 
can be calculated in a number of ways, but the meaning is universally 
understood. It can also be implemented and quantified through a carefully 
designed follow-up survey, as Sam Farid, Global IT PMO leader for 
Fonterra explains (see case study). Conversely, cultural shifts (the 
willingness of employees to adopt a new process) or operational 
efficiencies present a bigger challenge; the metric needs to be defined 
and then presented in a way that’s easy to understand. Like customer 
satisfaction, the threshold for success needs to be defined, but what 
that threshold should be is likely to be less obvious. For example, tracking 
adoption and monitoring behavioral change needs further context 
through employee and customer consultation, but PMOs can also add 
further value by linking this to wider project data through project and 
program management (PPM) software.

Involving the Right Stakeholders
In order to select the right measures, the right stakeholders need to be 
involved. Our research reveals only 63% of organizations with a PMO 
actually engage the PMO in the development of success metrics, and only 
39% engage the C-suite. Measures being developed without 
collaboration between the PMO and senior leadership risk the 
development of metrics that fail to align to the organization’s strategic 
vision. The Top 10 Percent organizations further refine measurement by 
involving a greater variety of stakeholders, including customers, 
consultants, and external stakeholders, to ensure metrics focus on the 
outcomes that really matter. 

Sector Spotlight 
Project professionals working 
in private healthcare are the 
most likely to be using 
alignment to the wider 
organizational strategy and 
KPIs as a measure of success 
(54% versus 38% globally). 
Even before the COVID-19 
pandemic, the healthcare 
industry had been investing 
more in  improving patient 
outcomes while also seeking 
greater efficiencies. 
Technology has been key to 
making that happen, playing a 
fundamental role in 
aggregating patient data to 
accelerate understanding of 
patient, community, and 
healthcare professional 
experiences. Compared to the 
global average, project 
managers in the private 
healthcare sector are more 
likely to be using technology 
to actively measure the 
impacts of projects or 
programs (40% versus 33% 
globally). 
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Increasing the Use of Technology
One third of the participants in our global survey stated that their organizations were 
using technology to effectively measure the impact of projects and programs. Strategy 
execution management technology is helping these organizations capture more metrics 
beyond the iron triangle—and on average, 8.3 metrics, compared to just 6.5 metrics 
among those not using technology to assist measurement. 

While working remotely during the pandemic, 79% of project managers in organizations 
using technology to aid measurement said it was easy to effectively measure project/
program impacts. This compares to 63% in organizations not using technology to assist in 
measurement. Over one third of participants in PMOs that are using technology for 
measurement stated that their PMOs are very successful versus 21% within PMOs that 
aren’t using technology for measurement.

It’s not just PMOs that benefit. Where technology is being used to measure the impact of 
projects and programs, the organization as a whole saw better performance in 2020 
versus 2019 in terms of revenue; environment, social and governance (ESG) indicators; 
customer satisfaction metrics; and customer acquisition levels. 

However, even where organizations are seeing a benefit to the use of technology for 
measurement, they still face similar barriers to investment in technology. Overall, 54% 
told us budget constraints are a key blocker to investments in technology; this constraint 
could come from a range of sources—the purchase price, maintenance, or training. Cost, 
as a barrier, is true regardless of how much organizations are already using technology to 
facilitate measurement. 
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CASE STUDY:  
Fonterra Co-operative Group

Using Technology to 
Enable Measurement
Sam Farid headed up the revival of Fonterra’s centralized IT PMO four years ago. 
As part of this initiative, the PMO invested in implementing project portfolio 
management (PPM) software, with a key focus, at the time of interview, on 
increasing the visibility of project and portfolio information utilizing the software.  

The PPM software brings a range of benefits, including the management of:

• Ideation
• Tracking and reporting
• Planning and collaboration
• Finances

Sam Farid is the Global IT 
PMO Manager for 
Fonterra Co-operative 
Group. Fonterra is one of 
the world’s largest 
producers and exporters 
of dairy products, 
headquartered in New 
Zealand, with offices in 
more than 40 countries.

Bringing this functionality together creates a single source of truth and brings 
together real-time data on demand to enable better investment decision making. 
“It’s about trying to get people to move away from their spreadsheets,” says Sam. 
“Spreadsheets create a nightmare for a single source of truth, so we’re trying to 
get people to move away from their own measure to a centralized system.”

Understanding if the tools, processes, and frameworks provided by the IT PMO 
are helping to create value is key to measuring the success of the PMO. Sam and 
his team measure success through customer satisfaction: “If they are not happy, 
they are not satisfied—then it’s no good!” Customer satisfaction is measured and 
responded to in a number of ways:

• Annual survey: Sent to project managers and key stakeholders in the wider 
PMO community to understand the level of satisfaction with the PMO. They 
evaluate different areas of the PMO, for example onboarding and 
communication.

• Review of annual PMO roadmap: An annual PMO work plan (roadmap) is 
established with input from the annual survey and other key sources, such as 
strategy and operating model direction. The roadmap outlines the set of 
prioritized actions and improvements to be made over the next period, which 
can be up to two years to uplift customer satisfaction. This also enables the 
PMO to define how success will be measured in the coming period, for example, 
KPIs and Objectives and Key Results (OKRs).

• Post-implementation review (PIR): After every project, the project team and 
stakeholders complete a qualitative and quantitative review using a defined 
template established by the PMO. Output from the PIRs will feed into the PMO 
roadmap and improvement plan.
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A Call to Action
Getting measurement right is a critical part of PMO maturity, providing project 
visibility, evidence about the impact and value of projects, and data to strengthen the 
future business case for a PMO. It’s time to get creative about measurement:

• Start the conversation of project and PMO success with outcome-based 
measurements. The iron triangle remains important but it should not be the only 
measure. Collaborating across the organization to develop the measures that 
matter is key to changing the image of the project manager from that of a 
scheduler to a changemaker.

• Improve collaboration between the PMO and C-suite and involve a greater 
variety of stakeholders in identifying appropriate metrics, and start this 
conversation early. Reflect on the effectiveness of measures—they need to 
evolve over time depending on project and stakeholder needs.

• Invest in technology, including strategy execution management technology 
and benefit realization tools that will facilitate measurement and help tell 
the story of project success. Organizations that are using technology to 
effectively measure the impact of projects are more likely to use a greater number 
of metrics and report better business performance than those that are not.
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About PwC
At PwC, our purpose is to build trust in society and solve important problems. We’re a 
network of firms in 155 countries with over 284,000 people who are committed to 
delivering quality in assurance, advisory, and tax services. Find out more by visiting us at 
www.pwc.com. PwC refers to the PwC network and/or one or more of its member firms, 
each of which is a separate legal entity. Please see www.pwc.com/structure for further 
details.

This report is a collaboration between PMI and PwC Research. PwC Research is a 100 
strong team of research professionals based in PwC UK, providing evidence and insight to 
drive strategic change, support decision making, mitigate risk, and enhance performance. 
www.pwc.co.uk/pwcresearch.

About Project Management Institute (PMI)
PMI is the world’s leading professional association for a growing community of millions of 
project professionals and changemakers worldwide.

As the world’s leading authority on project management, PMI empowers people to make 
ideas a reality. Through global advocacy, networking, collaboration, research, and 
education, PMI prepares organizations and individuals to work smarter so they can drive 
success in a world of change.

Building on a proud legacy dating to 1969, PMI is a “for-purpose” organization working in 
nearly every country around the world to advance careers, strengthen organizational 
success, and enable changemakers with new skills and ways of working to maximize their 
impact. PMI offerings include globally recognized standards, certifications, online courses, 
thought leadership, tools, digital publications, and communities.

Visit us at PMI.org, ProjectManagement.com, Facebook, Twitter, and LinkedIn.
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