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Is your project management office (PMO) providing 
value, or has it become another layer of bureaucracy?

The difference between thriving and 
struggling PMOs often comes down 
to maturity — the ability to adapt, 
demonstrate value, and maintain 
stakeholder trust. Mature PMOs excel 
at stakeholder communication, use 
data to drive strategic decisions, 
demonstrate organizational value, and 
support enterprise-wide trust. They’ve 
moved beyond project execution to 
become strategic partners in business 
transformation.

We’ve prepared this health check to 
help you quickly identify whether your  
PMO is hindering, rather than helping, 
your business objectives. 

Take a few moments to evaluate your capabilities with this simple Red Flag system. 
It will help you identify opportunities in five key areas: communications, decision-
making, value demonstration, organizational alignment, and future readiness. 

You’ll then know where you stand before you start designing periodic assessments 
that measure your PMO against industry best practices, identify specific 
improvement areas, and better position your organization for changing business 
needs while delivering consistent, measurable value.

Recent Gartner research 
shows that while  

77 percent of PMOs 
used mixed project 

management approaches 
— such as traditional 

waterfall, agile or  
hybrid — many struggle 
to establish themselves 
as trusted partners in 

value delivery. 
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PMO Health Check: Red Flags 

Instructions: Check all the statements that apply to your PMO.  
Then, use the scoring key to assess your PMO’s current maturity level.

1. COMMUNICATIONS 

	 Red Flags: 

	� You experience frequent 
misunderstandings and  
conflicts regarding project 
requirements. 

	� Your stakeholders avoid  
or resist PMO involvement  
in projects. 

	� Your business partners  
complain about your PMO’s 
bureaucracy. 

	� Your leaders and employees  
view PMO communications  
as administrative rather  
than strategic. 

2. DECISION-MAKING 

	 Red Flags: 

	� Your managers base project 
decisions on intuition or 
anecdotal evidence. 

	� You have limited or no data 
analytics capability. 

	� Your PMO is reactive rather  
than proactive. 

	� Your project managers struggle  
to articulate project ROI or 
business impact. 

3. �VALUE DEMONSTRATION 

	 Red Flags: 

	� Your leadership questions the 
need or value of your PMO.  

	� You’re unable to quantify  
your PMO’s contribution to 
business outcomes. 

	� Your PMO is viewed as a  
cost center rather than a  
value creator. 

	� You struggle to justify your 
PMO’s budget or resources. 
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PMO Health Check: Red Flags

4. �ORGANIZATIONAL 
ALIGNMENT 

	 Red Flags: 

	� Your PMO structure remains 
unchanged despite business 
evolution. 

	� You experience resistance  
from agile teams or business 
units. 

	� Your project managers 
struggle to balance multiple 
methodologies effectively. 

	�� Your PMO processes slow  
down delivery rather than 
accelerating delivery. 

5. �FUTURE  
READINESS 

	 Red Flags: 

	�� Your organization is  
slow to adapt to changing  
business priorities. 

	�� Your innovation and  
continuous improvement 
capabilities are limited. 

	�� Your employees resist  
new technologies or 
methodologies. 

	� Your leaders and employees  
view your PMO as traditional 
rather than forward-thinking. 

6. �AI AND DIGITAL 
ENABLEMENT 

	 Red Flags: 

	� Your PMO does not use AI  
or automation in project  
tracking or reporting. 

	�� Your data collection  
and reporting processes  
are manual. 

	�� Your PMO staff lacks digital 
literacy. 
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Your PMO Health Score 

COUNT YOUR RESPONSES: 

Total Red Flags: ________ 

Key to Your Health Assessment Results 

At Centric Consulting, we use the terms optimizing, defined/managed, 
developing, and initial to indicate maturity levels. Here is how your score 
aligns with that model and what it means for your organization.

0-3 Red Flags: 
Optimizing

Your PMO shows 
strong maturity 

indicators. Focus 
on maintaining 
excellence and 

exploring innovative 
opportunities. 

4-7 Red Flags: 
Defined/Managed

Your PMO has solid 
foundations, but 
opportunities for 

improvement exist. 
Consider targeted 
enhancements in 
problem areas. 

8-12 Red Flags: 
Developing 

Your PMO shows 
significant 

maturity gaps. 
We recommend 
a comprehensive 
assessment and 

improvement plan. 

13+ Red Flags: 
Initial 

Your PMO may 
be struggling to 
deliver expected 
value. Immediate 
transformation 

planning is critical. 
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Warning Signs That Demand Immediate Action 

If your PMO exhibits any of these critical warning signs, schedule a 
comprehensive maturity assessment immediately: 

1.	� Executive Leadership Questions PMO Value: When leaders ask, 
“Is it just overhead?” or “Can we eliminate the PMO?” 

2.	� Persistent Stakeholder Resistance: Business units actively avoid 
PMO involvement or find workarounds. 

3.	� Data-Free Decision-Making: Managers make essential project 
decisions without supporting analytics or metrics. 

4.	� Disconnect from Business Strategy: PMO activities don’t link to 
organizational strategic objectives.

5.	� Methodology Chaos: Unable to effectively balance agile, waterfall, 
and hybrid approaches. 
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Your Next Steps 

This health check provides initial insights, but comprehensive 
PMO transformation requires: 

A DEEP DIVE ASSESSMENT, INCLUDING:

•	 Stakeholder interviews across all organizational levels 

•	 Artifact reviews and process evaluations 

•	 Industry benchmarking against capability models 

•	 Gap analysis and opportunity identification 

STRATEGIC PLANNING: 

•	 Custom roadmap development 

•	 Implementation planning with change management 

•	 KPI establishment and measurement systems 

•	 Cultural transformation strategies 

IMPLEMENTATION SUPPORT: 

•	 Change management and adoption strategies 

•	 Technology integration and tool selection 

•	 Training and capability building 

•	 Ongoing optimization and refinement 
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Don’t let your PMO become obsolete. Contact our 
Enterprise Portfolio and Program Management 
experts for a complete maturity assessment and 
strategic transformation plan.
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