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Leader of the PMO - 35%

Project/Program Manager - 28%

EVP/VP/Director Project/Program Management - 10%

Chief Project Offi cer, CIO, or other C-Level - 8%

VP or Director-Level Business Management - 7%

PMO Staff Member - 6%

RESPONDENTS BY TITLE

%34%

Small
Revenue 

< US$100M

%28%

Mid-size
Revenue

US$100M – $1B

%39%

Large
Revenue 
> US$1B

RESPONDENTS BY SIZE OF FIRM

RESPONDENTS BY INDUSTRY

Professional & Technical Services

Finance & Insurance

Manufacturing

Public Admin

Information

Healthcare

Education

Other including Energy, Pharma, Retail

20%

14%

12%

10%

9%

8%

8%

18%

Introduction

This is a year of Big milestones and major change. 
The project management profession turned fi fty 

and  right on the heels of that anniversary, the fi rst 
global pandemic in 100 years began to spread. 
This research report takes a look at the immediate 
past to celebrate the progress we’ve made. And 
it is also a wake-up call. Project management has 
a role to play wherever new initiatives, big risks, 
short timetables and major changes are taking 
place. In these times, some of these initiatives – the 
movement of a company’s operations and projects 
to a virtual workplace, for example – will be a matter 
of economic survival. Others – the opening of a new 
hospital – quite literally a matter of life or death. Are 
we ready to step up?

ABOUT THE SURVEY
»  The survey focuses on fi ve aspects of project 

management: project management offi ces, 
project portfolio management, strategic project 
management, people management, and 
organizational performance.

»  Total number of respondents: 212

»  Respondents rate their organizations on 
what extent they engage in various project 
management practices and to what extent these 
practices are effective on a scale of 1 to 5, where 
1 is no extent and 5 is a very great extent.

»  Respondents also rate their leaders and team 
members on what extent they exhibit various 
project management capabilities on a scale of 1 
to 5, where 1 is no extent and 5 is a very great 
extent.

»  Respondents then rate their organizations on the 
extent to which they realize performance results 
on a scale of 1 to 5, where 1 is no extent and 5 is 
a very great extent.

»  Data is cross-tabulated by company size, 
industry, high-performing organizations vs. low-
performing organizations, PMO vs. no PMO, and 
high PMO capability vs. low PMO capability.
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The State of Project 
Management 2020: 
Where to Focus Now

some of the statistiCs in this rePort tell us how far we have come 
since our last State of Project Management study. PMOs, once 

rare, are now commonplace: 79% of organizations have one in 
place (and 93% of large organizations). Most organizations (83%) 
now offer project management training, with 40% offering training 
in agile project management methods.

THE WAY FORWARD
As we launch into a new decade, it makes sense to assess what 
our biggest challenges are, so we can address them proactively. 
So, while there are many positive points revealed by the data, fi rst 
let’s take a look at a few of the most notable challenges:

» Both high- and low-performing organizations are equally 
challenged by inconsistent benefi ts management (44% vs. 
43%)

» More than half of organizations report diffi culty with resource 
management issues (56%) and nearly half struggle with 
resistance to change (49%)

» Organizations are still not particularly capable at project 
portfolio management (they average 2.7 on a 5-point scale)

» Fewer than a third of organizations (32%) engage in enterprise 
strategic project management

» To note the fl ip side of the progress on implementing agile 
project management methods . . . 60% of organizations still are 
not offering any training on this crucial topic

» While about half (49%) of organizations say that resistance 
to change is one of their major challenges, only about a third 
(34%) offer any training in change management.

In the next few pages, we’ll drill down into the fi ve areas of project 
management practice that we’ve focused on in this study: the 
PMO, project portfolio management (PPM), strategic project 
management (SPM), people management, and organizational 
performance. 

We conclude by providing a roadmap for organizations seeking 
to invest strategically to improve results by showing you how 
high-performing organizations differ from other organizations in 
their approaches to project management, which reveals effective 
practices for you to follow.

SUMMARY FINDINGS

»  Most large organizations 
have PMOs in place 
although the PMOs are not 
particularly capable

»  Almost three-quarters 
of high-performing 
organizations practice 
project portfolio 
management

»  More than half of all 
organizations use 
contracted resources to 
manage projects

»  The number one capability 
of leaders is that they 
display integrity and 
honesty

»  High-performing 
organizations have 
more capable PMOs 
and are more likely to 
practice project portfolio 
management and strategic 
project management

»  Resource management 
continues to be one of 
the biggest challenges to 
organizations

»  High-performing 
organizations are much 
more likely to offer project 
management training

»  Organizations are not 
particularly successful 
in engaging in benefi ts 
realization management
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PERCENTAGE OF PMOs AT CAPABILITY LEVELS 1–5: 2020 & 2016
Note that since 2016 there are far fewer Level 1 PMOs and that there is a significant increase (300%) in the number of Level 4 PMOs

	 	 	 	 	 n 2020 
     n 2016 

The Project Management Office (PMO)

A majority of organizations (79%) have a PMO in place. The average 
(median) age of the PMO is 6 years, annual budget is $1.5 million, 

and staff size is 8. PMOs are still not particularly capable (average 
capability 2.5 on a scale of 1 to 5), but more capable than in our prior 
PMO research. PMOs in high performing organizations are much more 
capable (2.9 vs. 1.9 on a scale of 1 to 5). High-capability PMOs – Levels 
4 and 5 – were significantly older on average than low-capability PMOs 
– Levels 1 and 2 – (10 years vs. 5 years) and had slightly larger staffs (10 
vs. 8) and budgets ($3 million vs. $1 million).

PMO PRACTICES
» There are no PMO practices in particular that are used to a great 

extent by most organizations. The most used practices (based on a 
scale of 1 to 5) are as follows: Project policies, procedures, templates 
implementation/management (3.8), PM methodology, standards 
implementation/management (3.7), multi-project coordination (3.6), 
and interface with functional units (3.6).

» PMOs in high-performing organizations engage in most PMO 
practices to a much greater extent than those in low-performing 
organizations, particularly portfolio governance and oversight (4.3 
vs. 2.3), portfolio tracking/performance monitoring (4.3 vs. 2.6), and 
dashboard/scorecard implementation/management (3.9 vs. 2.2).

» PMOs are least likely to engage in facilitating benefits realization 
during/after projects (2.7) and organizational change management 
(2.9).

» PMOs do not engage extensively in agile/adaptive practices (2.6 on a 
scale of 1 to 5 in extent of engagement).

» PMOs are most effective at project/program management (3.5), 
followed by governance (3.3) and portfolio management (3.2). They 
are least effective at agile/adaptive project management (2.6), 
followed by benefits realization (2.7) and resource optimization (2.7).

 LEVEL 1 LEVEL 2 LEVEL 3 LEVEL 4 LEVEL 5

21%

32%

29% 31%

29% 29%

18%

6%

2% 2%

TOP PMO 
CHALLENGES

»   Processes seen as 
overhead

»  Inadequate resource 
management capability 

»   Organizational 
resistance to change
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PERCENTAGE OF ORGANIZATIONS WITH PMOs

 LARGE MID-SIZE SMALL

93%  81%  61%

By size of organization, based on revenue: 
Large: Greater than $1 billion

Mid-size: $100 million to $1 billion
Small: Less than $100 million

» PMOs in high-performing organizations are much more effective 
than those in low-performing organizations in project/program 
management (4.2 vs. 2.4) and benefi ts realization (3.5 vs. 1.7).

» PMOs in manufacturing companies engaged in fewer agile/adaptive 
practices than most organizations (2.2 vs. 2.6). PMOs in professional 
services companies engaged in more agile/adaptive practices than 
most organizations (3.1 vs. 2.6).

» High-capability PMOs were signifi cantly older on average than low-
capability PMOs (10 years vs. 5 years) and had slightly larger staffs 
(10 vs. 8) and budgets ($3 million vs. $1 million). 

» High-capability PMOs engage in far more PMO effective practices 
than low-capability PMOs (4.1 vs. 3.0)

» High-capability PMOs engage in PMO effective practices far more 
effectively than low-capability PMOs (3.8 vs. 2.6)

» High-capability PMOs engage in far more agile/adaptive practices 
than low-capability PMOs (3.1 vs. 2.3)

PMO CHALLENGES
» Only one PMO challenge was faced by more than half of the 

organizations surveyed: processes are seen as overhead (51%). 
The next most were inadequate resource management capability 
(50%), resistance to change (47%), and evolving/changing to meet 
organization needs (43%).

» PMOs in low-performing organizations face signifi cantly more 
challenges than those in high-performing organizations, especially 
regarding processes seen as overhead (57% vs. 18%) and 
demonstrating value (57% vs. 18%). A large number of PMOs 
from both low performers and high performers are challenged with 
inadequate resource management capability (47% vs. 45%).

» A higher percentage of PMOs in large organizations are challenged 
with having inadequate resource management capability (58% vs. 
43% in mid-size organizations vs. 42% in small ones)

» A much lower percentage of organizations with high-capability PMOs 
are challenged with inadequate resource management capability 
(26% vs. 50%).

PMO CAPABILITY 
DEFINED

High-capability PMOs: Levels 4 & 5
Low-capability PMOs: Levels 1 & 2

LEVEL 1 — BASIC
PMO has developed basic 
project management processes, 
practices, and tools but they 
are not used consistently on all 
programs and projects within the 
span of the PMO.

LEVEL 2 — ESTABLISHED
PMO has implemented standard 
program and project management 
processes, practices, and tools 
that are used consistently for most 
programs and projects within the 
span of the PMO.

LEVEL 3 — INSTITUTIONALIZED 
PMO has implemented standard 
program and project management 
processes, practices, and 
tools that are used consistently 
for all programs and projects 
throughout the enterprise. Use 
is monitored and controlled. 
Portfolio management practices 
may be in place but are not 
used consistently throughout the 
enterprise.

LEVEL 4 — STRATEGIC
PMO has institutionalized 
standard portfolio management 
processes, practices, and 
tools that are used consistently 
throughout the enterprise. 
Quantitative portfolio, program, 
and project management 
objectives are set and 
performance is measured.

LEVEL 5 — BEST IN CLASS
PMO has established a program 
for the continuous improvement 
of portfolio, program, and 
project management processes, 
practices, and tools as well as for 
best practices benchmarking.
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Slightly more than half of all organizations have PPM practices in 
place – high performers far more often than low performers (73% vs. 

36%). And a higher percentage of organizations with a PMO had PPM 
practices in place that those without a PMO (63% vs. 41%).

» Organizations are still not particularly capable at PPM (average 
capability 2.7 on a scale of 1 to 5). High-performing organizations are 
far more capable at PPM than low performers (3.5 vs. 2.1). 

» A much higher percentage of organizations with high-capability 
PMOs practice PPM than those with low-capability PMOs (83% vs. 
52%) and their PPM capability is much higher as well (3.8 vs. 2.1).

PPM PRACTICES
» There are no PPM practices in particular that are used to a great 

extent by most organizations. The most used practices are: portfolio 
governance and oversight (3.3), portfolio analysis (including project 
selection and prioritization (3.3), facilitation of executive involvement 
(3.2) and portfolio tracking (3.2). 

» High-performing organizations are far more likely than low performers 
to engage in portfolio governance and oversight (4.2 vs. 2.3) and 
portfolio communications management (3.9 vs. 2.1).

» High-performing organizations are effective to a much greater extent 
than low performers in proposal/evaluation assessment (3.9 vs. 2.3) 
and governance (3.8 vs. 2.2).

» Organizations with high-capability PMOs engage in PPM effective 
practices much more often than those with low-capability PMOs (3.8 
vs. 2.7) and their PPM practices are more effective as well (3.7 vs. 2.6).

PPM CHALLENGES
» No PPM challenge was faced by more than half of the organizations 

surveyed. The biggest challenges are: resource management 
issues (in 49% of organizations), having a silo mentality (44%), and 
capability in prioritizing projects (40%).

High-performing 

organizations are 

more likely to engage 

in project portfolio 

management and 

have a median      

portfolio value of             

$16 million                  

Project Portfolio Management
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PERCENTAGE OF ORGANIZATIONS THAT 
ENGAGE IN PROJECT PORTFOLIO 
MANAGEMENT

 HIGH PERFORMERS ALL ORGANIZATIONS LOW PERFORMERS

  73%  58%  36%

By organizational performance:
High performers = top 25%

Low performers = bottom 25%
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Having a well-defi ned strategy 

Cascading the enterprise’s strategic plans throughout the organization

Optimal alignment of strategic projects to the organization’s business strategy

Clear communication of strategy to those developing portfolio/project plans

Documented list of current strategic projects (active, proposed, on-hold)

High-performing 

organizations are 

more likely to engage 

in enterprise strategic 

project management

Strategic Project Management

less than a thirD (32%) of organizations engage in enterprise SPM, but 
a much higher percentage of high-performing organizations engage in 

SPM than low-performing organizations (33% vs. 19%).

» A much higher percentage of organizations with high-capability PMOs 
practice SPM than those with low-capability PMOs (67% vs. 22%).

SPM PRACTICES
» There are no SPM practices in particular that are used to a great 

extent by most organizations. The most used practices are: reporting 
of strategic project progress to key stakeholders (3.6), appropriate 
senior-level sponsorship of strategic projects (3.6), well-defi ned 
strategy (3.6), and documented list of current strategic projects (3.6).

» High-performing organizations engage to a much greater extent than 
low performers in cascading the enterprise’s strategic plans from 
enterprise strategy to business unit strategy to portfolio, program, and 
project strategy (4.2 vs. 2.6) and in clear communication of strategy to 
those developing portfolio and program/project plans (4.0 vs. 2.4).

» Organizations with high-capability PMOs engage in SPM effective practices 
much more often than those with low-capability PMOs (3.9 vs. 2.7).

SPM CHALLENGES
» No PPM challenge was faced by more than half of the organizations 

surveyed. The biggest challenges are: benefi ts management is 
inconsistent (in 49% of organizations), portfolio risk management is 
inconsistent (44%), and SPM is not used consistently (44%).

» Low-performing organizations face signifi cantly more SPM challenges 
than high performers.

» Far more low-performing organizations than high performers are 
challenged by executives not having the skills needed to effectively 
execute the organization’s strategy (71% vs. 22%).

» High and low performers are fairly equally challenged by inconsistent 
benefi ts management (44% vs. 43%).

SPM EFFECTIVE PRACTICES IN HIGH-PERFORMING ORGANIZATIONS

1

2

3

4

5
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MOST OFFERED PROJECT MANAGEMENT-RELATED TRAINING
Percentage of organizations offering training in Project Management Basics, Agile Project Management, Advanced Project Management 
Skill Development, and Leadership based on organizational performance

	 	 n HIGH PERFORMERS 

	 	 n ALL ORGANIZATIONS

	 	 n LOW PERFORMERS
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People Management

More than half of organizations (62%) use contracted resources to 
help manage their projects, and almost half of organizations (47%) 

use consultants to help with their project management processes

LEADER & TEAM MEMBER PRACTICES & CAPABILITIES
» There is only one capability in particular that leaders exhibit to a great 

extent: they display integrity and honesty (4.0). Other most used 
practices/capabilities are: leaders promote safety, respect, and trust 
(3.8), are results-oriented (3.7), and build consensus (3.5).

» There are no practices/capabilities in particular that are used to a 
great extent by team members in organizations. The most used 
practices/capabilities used by team members are: they coordinate 
their own work (self-managed) (3.5), are highly collaborative (3.5), and 
take responsibility and accountability (3.4).

» Leaders in high-performing organizations engage in effective 
practices or exhibit capabilities to a much greater extent than those 
in low performers, especially paving the way for the team to do its 
best work (4.4 vs. 2.6), and they are experienced in using project 
portfolio management practices (3.9 vs. 2.1).

» Team members in high-performing organizations engage in effective 
practices or exhibit capabilities to a much greater extent than those 
in low performers, especially actively engaging in giving and receiving 
feedback (4.1 vs. 2.3) and they are experienced in using project 
management approaches (4.1 vs. 2.3).

72%

61%
66%

40%

44% 31%

56%

50%

25%

 PM BASICS AGILE PM PM SKILLS LEADERSHIP

56%

27%

14%

More than half of all 

organizations use 

contracted resources 

to manage projects
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» Organizations realized average results on all 10 measures of 
organizational performance – in general they were not particularly 
great in any of the measures, nor were they particularly poor. 
Organizations performed best on the following measures: The 
organization is financially successful (3.7), project customers are 
satisfied (3.5), and projects are aligned to the organization’s business 
strategy (3.5). Their poorest performance was in allocating project 
resources optimally (2.7). 

» Organizations do not engage extensively in benefits realization 
management (2.5) and they are even less successful at it (2.3)

» The differences in performance between high-performer 
organizations and low performers was similar in all measures of 
performance (averaging 4.2 vs. 2.3).

Organizational Performance

HOW WE MEASURE PERFORMANCE
We measured how well organizations realized beneficial results on 
a scale of 1 to 5, where 1=to no extent and 5=to a very great extent. 
The measures of performance were team satisfaction, stakeholder 
satisfaction, customer satisfaction, organization satisfaction, resource 
allocation, strategic alignment, project benefits, business value, 
time-to-market, priority management, quality, and productivity. High 
performers rank in the top 25% in overall performance. Low performers 
rank in the bottom 25%.

PROJECT MANAGEMENT TRAINING
» Most organizations (83%) offer some type of project management-

related training. A majority of organizations offer training in PM basics 
(61%), followed by leadership (50%) and agile project management 
(40%).

» A significantly larger percentage of high-performing organizations 
than low performers offer training in project management-related 
topics, especially on advanced PM skill development (56% vs. 14%) 
and agile project management (66% vs. 31%).

» Many (28%) of low-performing organizations offer no training at all, 
compared to only 3% of high performers.

PEOPLE MANAGEMENT CHALLENGES
» Only one people challenge was faced by more than half of the 

organizations surveyed: resource management issues (56%). The next 
most common were resistance to change (49%) and project leaders 
having significant responsibility with little formal authority (43%).

» Low-performing organizations face significantly more people 
challenges than high performers, especially having defined roles and 
responsibilities (57% vs. 6%) and project leaders having significant 
responsibility with little formal authority (66% vs. 18%).

PERFORMANCE 
MEASURES

»   The organization’s strategies 
are executed according to plan

»   The organization’s 
shareholders are satisfied

»   The organization is financially 
successful

»   Projects are completed on 
schedule and on budget

»   Project customers are satisfied

»   Project resources are allocated 
optimally

»   Projects are aligned to the 
organization’s business 
strategy

»   Project team members are 
satisfied

»   Project stakeholders are 
satisfied

»   The benefits anticipated from 
the projects are realized

High-performing 

organizations are 

much more likely 

to offer project 

management training
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	 	 n HIGH PERFORMERS 
          – 2.9 AVG. PMO CAPABILITY

	 	 n LOW PERFORMERS 
          – 1.9 AVG. PMO CAPABILITY

WHEN LOOKING FOR STRATEGIES to deal with the persistent 
challenges cited earlier in this report, organizations should 

take note of the practices of high-performing organizations. These 
organizations (see How We Measure Performance on page 9) have 
more capable PMOs and are more likely to practice project portfolio 
management and strategic project management; their training programs 
also outshine those of other organizations in this study.

THE HIGH-PERFORMING PMO

PMOs in high-performing organizations engage in most PMO practices 
to a much greater extent than those in low-performing organizations, 
particularly portfolio governance and oversight (4.3 vs. 2.3), portfolio 
tracking/performance monitoring (4.3 vs. 2.6), and dashboard/scorecard 
implementation/management (3.9 vs. 2.2). They are much more 
effective than those in low-performing organizations in project/program 
management (4.2 vs. 2.4) and benefits realization (3.5 vs. 1.7). A higher 
percentage of organizations with a PMO had PPM practices in place that 
those without a PMO (63% vs. 41%). These PMOs also face significantly 
fewer challenges than those in low-performing organization. For 
example, when it comes to demonstrating value, 57% of low performers 
cite this as a challenge, compared to only 18% of high performers.

BUILDING AN ADAPTIVE ORGANIZATION

PMOs in high-performing organizations are also much more likely than 
those in low-performing organizations to engage in providing agile/
adaptive training courses, coaches or mentors (3.4 vs. 1.6); to develop 
and implement standards for using agile/adaptive approaches (3.7 vs. 
2.0); and to choose which PM approach is most appropriate for delivering 
the product, service, or result (3.7 vs. 2.0). In fact, high performers 
outscore the average on all agile/adaptive processes in the study.

Follow the Leaders: High-Performing 
Organizations Point the Way

HIGH-PERFORMING ORGANIZATIONS HAVE 
MORE CAPABLE PMOs ON AVERAGE
Percentage of PMOs at each level of PMO capability – PMOs in high-performing 
organizations vs. those in low-performing organizations

 LEVEL 1 LEVEL 2 LEVEL 3 LEVEL 4 LEVEL 5

9%

47%

35%

23%
22%

27% 30%

3% 4%

0%

High-performing 

organizations have 

more capable PMOs 

and are more likely 

to engage in project 

portfolio management 

and strategic project 

management
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	 	 n HIGH PERFORMERS 
          – 3.5 AVG. PPM CAPABILITY

	 	 n LOW PERFORMERS 
          – 2.1 AVG. PPM CAPABILITY

STRATEGY EXECUTION AND THE PORTFOLIO

High-performing organizations engage to a much greater extent than 
low performers in cascading the enterprise’s strategic plans from 
enterprise strategy to business unit strategy to portfolio, program, and 
project strategy (4.2 vs. 2.6) and in clear communication of strategy 
to those developing portfolio and program/project plans (4.0 vs. 2.4). 
Not surprisingly, they are also far more likely to engage in portfolio 
governance and oversight (4.2 vs. 2.3) and portfolio communications 
management (3.9 vs. 2.1). High-performing organizations are far less likely 
than low performers to cite effective governance as a challenge they face 
(8% vs. 46%). Related to PPM, high-performing organizations engage 
more extensively in benefits realization management than low performers 
(3.3 vs. 1.8) and they are also more successful at it (3.2 vs. 1.6).

THE ENLIGHTENED WORKFORCE
Team members in high-performing organizations engage in effective 
practices or exhibit capabilities to a much greater extent than those in low 
performers, especially actively engaging in giving and receiving feedback 
(4.1 vs. 2.3) and they are experienced in using project management 
approaches (4.1 vs. 2.3). This is doubtless because a significantly larger 
percentage of high-performing organizations than low performers offer 
training in project management-related topics, especially on advanced 
PM skill development (56% vs. 14%) and agile project management (66% 
vs. 31%). In fact, many (28%) of low-performing organizations offer no 
training at all, compared to only 3% of high performers. It is therefore 
no surprise that low-performing organizations face significantly more 
people challenges than high performers, especially having defined roles 
and responsibilities (57% vs. 6%) and project leaders having significant 
responsibility with little formal authority (66% vs. 18%). In a related data 
point, high performing organizations are more likely to use contracted 
resources to help manage projects (67% vs. 61%). They also provide 
more training on organizational change management, and experience 
fewer challenges with resistance to change.

HIGH-PERFORMING ORGANIZATIONS ARE MORE CAPABLE AT PROJECT 
PORTFOLIO MANAGEMENT ON AVERAGE
Percentage of PMOs at each level of PPM capability – PMOs in high-performing organizations vs. those in low-performing organizations

 LEVEL 1 LEVEL 2 LEVEL 3 LEVEL 4 LEVEL 5

8%

38%

25%

31% 33%
31% 33%

0% 0% 0%

High-performing 

organizations are 

more likely to value, 

engage in, and 

be successful at 

benefits realization 

management
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