
Over the past decade, we’ve studied the impact of a wide range 
RI�PDQDJHPHQW�SUDFWLFHV�RQ�GL̆HUHQW�GLPHQVLRQV�RI�RUJDQL]DWLRQDO�
KHDOWK�1�7KLV�DQDO\VLV��EDVHG�RQ�VXUYH\V�RI�PRUH�WKDQ�WZR�PLOOLRQ�
UHVSRQGHQWV�DW�RYHU�������FRPSDQLHV��KDV�EHFRPH�D�VWDEOH�EDVHOLQH�
IRU�XQGHUVWDQGLQJ�WKH�LQFUHPHQWDO�FRQWULEXWLRQV�RI�VSHFL¿F�
RUJDQL]DWLRQDO�DQG�OHDGHUVKLS�FKDUDFWHULVWLFV�WR�WKH�KHDOWK��SRVLWLYH�
DQG�QHJDWLYH��RI�WKH�FRPSDQLHV�LQ�RXU�VDPSOH�

:H¶YH�ORQJ�LQTXLUHG�LQWR�WKH�SURFHVVHV�DQG�VWUXFWXUHV�WKDW�UHLQIRUFH�
RUJDQL]DWLRQDO�VWDELOLW\��%XW�IURP�1RYHPEHU������WR�2FWREHU�������
ZH�DGGHG�TXHVWLRQV��IRU�WKH�¿UVW�WLPH��RQ�VSHHG�DQG�ÀH[LELOLW\��2XU�
JRDO�ZDV�WR�GLVFRYHU�KRZ�RIWHQ�OHDGHUV�DQG�PDQDJHUV�PRYHG�TXLFNO\�
ZKHQ�FKDOOHQJHG�DQG�KRZ�UDSLGO\�RUJDQL]DWLRQV�DGMXVWHG�WR�FKDQJHV�
DQG�WR�QHZ�ZD\V�RI�GRLQJ�WKLQJV�

7DNHQ�WRJHWKHU��WKHVH�WZR�VHWV�RI�TXHVWLRQV��ROG�DQG�QHZ��SURYLGHG�
WKH�IRXQGDWLRQ�IRU�D�VLPSOH�PDWUL[��FRPSULVLQJ�D�VSHHG�D[LV�DQG�
D�VWDELOLW\�D[LV��7KH�PDWUL[�WXUQV�RXW�WR�EH�D�VXUSULVLQJO\�VWURQJ�
SUHGLFWRU�RI�RUJDQL]DWLRQDO�KHDOWK�DQG��XOWLPDWHO\��RI�SHUIRUPDQFH��
:H�GHVFULEH�FRPSDQLHV�WKDW�FRPELQH�VSHHG�DQG�VWDELOLW\�DV�DJLOH�
�VHH�VLGHEDU��³$�ZRUG�RQ�PHWKRGRORJ\�́ �RQ�SDJH����

1R�RQH�ZRXOG�H[SHFW�VOXJJLVK�FRPSDQLHV�WR�WKULYH��,W¶V�HTXDOO\�
UHDVRQDEOH�WR�DVVXPH�WKDW�VXFFHVV�DFKLHYHG�WKURXJK�EUHDNQHFN�
VSHHG��ZLWKRXW�VWDELOL]LQJ�SURFHVVHV�DQG�VWUXFWXUHV�XQGHUIRRW��ZLOO�
EH�KDUG�WR�VXVWDLQ�RYHU�WKH�ORQJ�WHUP��<HW�VRPH�H[HFXWLYHV�PLJKW� 
QRW�RQO\�UHDVRQDEO\�PDLQWDLQ�WKDW�VSHHG�DQG�VWDELOLW\�SXOO�LQ�RSSRVLWH� 
GLUHFWLRQV�EXW�DOVR�K\SRWKHVL]H�WKDW�WKH\�PD\�EH�QHJDWLYHO\�FRUUHODWHG�� 
2XU�ODWHVW�UHVHDUFK��KRZHYHU��FRQ¿UPV�WKDW�WKH�RSSRVLWH�LV�WUXH�

Why agility pays

New research shows that the trick for 
companies is to combine speed with stability.

Michael Bazigos, Aaron De Smet, and Chris Gagnon 

1  :H�GH¿QH�KHDOWK�DV�DQ�RUJDQL]DWLRQ¶V�DELOLW\�WR�DOLJQ��H[HFXWH��DQG�UHQHZ�LWVHOI�IDVWHU�WKDQ�
WKH�FRPSHWLWLRQ�GRHV�DQG�WKXV�WR�VXVWDLQ�H[FHSWLRQDO�SHUIRUPDQFH�RYHU�WLPH�
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,W¶V�VLJQL¿FDQW�WKDW�DOO����RI�WKH�PDQDJHPHQW�SUDFWLFHV�ZH�VFUXWLQL]H��
ZKHQ�FRPELQHG�ZLWK�VSHHG�DQG�VWDELOLW\��JHQHUDWHG�EHWWHU�RXWFRPHV�
LQ�WKHLU�UHVSHFWLYH�GLPHQVLRQV�RI�KHDOWK��DV�ZHOO�DV�EHWWHU�RYHUDOO�
KHDOWK��,Q���RI�WKH���²¿QDQFLDO�PDQDJHPHQW��¿QDQFLDO�LQFHQWLYHV��
FDSWXULQJ�H[WHUQDO�LGHDV��DQG�LQYROYLQJ�HPSOR\HHV�LQ�VKDSLQJ�D�FRP� 
SDQ\¶V�YLVLRQ²VSHHG�DQG�VWDELOLW\�KDG�D�SDUWLFXODUO\�VWULNLQJ�LPSDFW�

Exhibit 1 

Few companies excelled in either relative speed or stability—
58 percent hovered near average.

Exhibit 1 of 3

Distribution of 161 companies by Organizational Health Index (OHI) scores1

“Start-up”2

8% of sample
Agile

12% of sample

Bureaucratic
8% of sample

Trapped
14% of sample

Speed
index

Stability index

Weak

Strong

Strong

Average3

Average3

1Scores have been adjusted to remove the portion of OHI variance shared by the factors of speed and 
stability, to highlight the speci!c contribution of each factor (speed or stability) along its axis.
2That is, companies with a mode of operating suited to a very small start-up (not actual start-ups).
3Mean +/− 0.50 standard deviation on each axis of matrix.

58% 
of sample
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:KHQ�ZH�GLYLGHG�WKH�FRPSDQLHV�LQ�RXU�VDPSOH��DPRQJ�GL̆HUHQW�
JURXSV�EDVHG�RQ�WKHLU�UHODWLYH�VWDELOLW\�DQG�VSHHG�VFRUHV�� things got 
HYHQ�PRUH�LQWHUHVWLQJ��([KLELW����

����5HODWLYHO\�IHZ�FRPSDQLHV�VWRRG�RXW�DV�EHLQJ�HVSHFLDOO\�DJLOH�� 
���SHUFHQW�RI�WKHP�KDG�VSHHG�VFRUHV��VWDELOLW\�VFRUHV��RU�ERWK�WKDW�
KRYHUHG�QHDU�DYHUDJH��

����$Q�DGGLWLRQDO����SHUFHQW�RI�FRPSDQLHV�LQ�RXU�VDPSOH�ZHUH�
VORZ²HLWKHU�VORZ�DQG�XQVWDEOH��D�JURXS�ZH�GHVFULEH�DV�WUDSSHG�
����SHUFHQW���RU�VORZ�DQG�VWDEOH��ZKLFK�ZH�FDOO�EXUHDXFUDWLF��WKH�
UHPDLQLQJ���SHUFHQW���7KHVH�VORZ�FRPSDQLHV�JHQHUDOO\�KDYH�SRRU�
RUJDQL]DWLRQDO�KHDOWK��LQ�IDFW��WKH\�KDG�WKH�ORZHVW�SHUFHQWDJH�RI�
FRPSDQLHV�ZLWK�WRS�TXDUWLOH�RUJDQL]DWLRQDO�KHDOWK�VFRUHV�LQ�RXU�
VDPSOH��RQO\���SHUFHQW�IRU�WUDSSHG�FRPSDQLHV�DQG����SHUFHQW�IRU�
EXUHDXFUDWLF�RQHV�

����7ZHQW\�SHUFHQW�RI�WKH�FRPSDQLHV�LQ�RXU�VDPSOH�ZHUH�IDVW��(LJKW�
SHUFHQW�ZHUH�IDVW��SXUH�DQG�VLPSOH²D�JURXS�ZH�GHVFULEH�DV� 
³VWDUW�XS�́ ��7KHVH�FRPSDQLHV�ZHUH�QRW�VWDUW�XSV��EXW�UHVHPEOHG�
VWDUW�XSV�LQ�WKHLU�VSHHG��LUUHVSHFWLYH�RI�VL]H���7KH�UHVW�����SHUFHQW���
ZKLFK�ZH�FDOO�DJLOH��FRPELQHG�VSHHG�ZLWK�VWDELOLW\��$OO�RI�WKHVH�IDVW�
FRPSDQLHV�KDG�EHWWHU�RUJDQL]DWLRQDO�KHDOWK�VFRUHV�WKDQ�WKH�RWKHU�
���SHUFHQW�GLG��$JLOH�FRPSDQLHV��KRZHYHU��HQMR\HG�D�IDU�JUHDWHU�
SUHPLXP��WKH�RGGV�WKDW�RQH�RI�WKHP�ZRXOG�UDQN�LQ�WKH�WRS� 
TXDUWLOH�IRU�RUJDQL]DWLRQDO�KHDOWK�ZHUH����SHUFHQW��([KLELW�����
)HZHU�³VWDUW�XSV´�HQMR\HG�WRS�TXDUWLOH�SHUIRUPDQFH��EXW�WKLV�
TXDGUDQW�ZDV�RXU�RQO\�QRQDJLOH�FDWHJRU\�LQ�ZKLFK�D�PDMRULW\�RI�
WKH�FRPSDQLHV�����SHUFHQW��KDG�KHDOWK�VFRUHV�DERYH�WKH�PHGLDQ��

*LYHQ�WKH�VWULNLQJ�RXWSHUIRUPDQFH�RI�WKH�DJLOH�FRPSDQLHV��
ZH�FRQGXFWHG�DGGLWLRQDO�DQDO\VHV�WR�EHWWHU�XQGHUVWDQG�WKH�
FKDUDFWHULVWLFV�DQG�EHQH¿WV�RI�DJLOLW\��)RU�H[DPSOH��ZH�LGHQWL¿HG�
WKH�WHQ�PDQDJHPHQW�SUDFWLFHV�WKDW�GL̆HUHQWLDWHG�RXU�VDPSOH¶V�PRVW�
DJLOH�FRPSDQLHV�IURP�WKH�OHDVW�DJLOH�RQHV��([KLELW�����7KLV�DQDO\VLV�
VKRZHG�WKH�IROORZLQJ�

���7KHVH�REVHUYDWLRQV�UHVW�RQ�D�JOREDO�VWXG\�RI�����GL̆HUHQW�FRPSDQLHV�DURXQG�WKH�ZRUOG��,Q�
WKLV�H̆RUW��ZH�XVHG�RXU�2UJDQL]DWLRQDO�+HDOWK�,QGH[��2+,���LQFOXGLQJ�WKH�QHZ�PDWUL[��WR�
VXUYH\�PRUH�WKDQ���������LQGLYLGXDO�HPSOR\HHV�

���5HODWLYH�VFRUHV�DUH�WKH�GL̆HUHQFH�EHWZHHQ�LQGH[�VFRUHV�DQG�WKRVH�H[SHFWHG�E\�WKH�2+,�
VFRUH�
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����%RWK�UROH�FODULW\�DQG�RSHUDWLRQDO�GLVFLSOLQH�DUH�KLJKO\�UDQNHG�
SUDFWLFHV�DPRQJ�DJLOH�RUJDQL]DWLRQV��WKRVH�LQ�WKH�WRS�TXDUWLOH�RI�
WKH�$JLOLW\�,QGH[��EXW�QRW�DPRQJ�WKH�OHDVW�DJLOH�RQHV��WKH�ERWWRP�
TXDUWLOH���7KLV�LV�SRZHUIXO�HYLGHQFH�WKDW�SDUW�RI�ZKDW�PDNHV�DJLOH�
FRPSDQLHV�VSHFLDO�LV�WKHLU�DELOLW\�WR�EDODQFH�IDVW�DFWLRQ�DQG�UDSLG�

Exhibit 2

Seventy percent of agile companies rank in the top quartile of 
organizational health. 

% of organizations within each category, by quartile, for Organizational 
Health Index (OHI) scores1 (n = 161)

1Scores have been adjusted to remove the portion of OHI variance shared by the factors of speed and 
stability, to highlight the speci!c contribution of each factor (speed or stability) along its axis.
2Mean +/− 0.50 standard deviation on each axis of matrix; these 93 companies were nearly evenly 
spread across quartiles for organizational health.

Note: Figures may not sum to 100%, because of rounding.

Top quartile Second quartile Third quartile Bottom quartile

Average2 (93 companies)

“Start-up”
100% = ~13 companies

Agile
100% = ~19 companies

Bureaucratic
100% = ~13 companies

Trapped
100% = ~23 companies

Speed
index

Stability index
Weak

Strong

Strong

23 70

38 15

23 10

15

5

27

36

32

17

8

17

58

5
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FKDQJH��RQ�WKH�RQH�KDQG��ZLWK�RUJDQL]DWLRQDO�FODULW\��VWDELOLW\��DQG�
VWUXFWXUH��RQ�WKH�RWKHU��

����$JLOH�RUJDQL]DWLRQV�DSSHDU�WR�EH�SRZHUIXO�PDFKLQHV�IRU�LQQRYDWLRQ�
DQG�OHDUQLQJ��7KHLU�SHUIRUPDQFH�VWDQGV�RXW�LQ�WKUHH�RI�WKH�IRXU�
PDQDJHPHQW�SUDFWLFHV²WRS�GRZQ�LQQRYDWLRQ��FDSWXULQJ�H[WHUQDO�
LGHDV��DQG�NQRZOHGJH�VKDULQJ²DVVRFLDWHG�ZLWK�WKDW�RXWFRPH�

Exhibit 3

Ten management practices differentiated the most from the 
least agile companies. 

Ranking of 161 companies based on OHI scores1

1OHI = Organizational Health Index.

Practice
Rank for 
most agile

Rank for 
least agile

Difference 
in rank

Associated 
outcome

Accountability

Innovation and 
learning

Innovation and 
learning

Capabilities

Culture and 
climate

Culture and 
climate

Motivation

Motivation

Coordination 
and control

Innovation and 
learning

Role clarity

Top-down 
innovation

Capturing external 
ideas

Process-based 
capabilities

Operationally 
disciplined

Internally 
competitive

Meaningful values

Knowledge sharing

Inspirational leaders

People-performance 
review

1

2

3

4

5

6

7

8

9

10

35

37

27

19

33

29

31

21

32

20

34

35

24

15

28

23

24

13

23

10

���)RU�PRUH�RQ�KRZ�WR�HVWDEOLVK�WKLV�EDODQFH��VHH�:RXWHU�$JKLQD��$DURQ�'H�6PHW��DQG�
.LUVWHQ�:HHUGD��³$JLOLW\��,W�UK\PHV�ZLWK�VWDELOLW\�́ �McKinsey Quarterly��'HFHPEHU�������
PFNLQVH\�FRP�
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����$JLOH�FRPSDQLHV�VHHP�WR�EH�VWURQJ�DW�PRWLYDWLRQ��)LYH�SUDFWLFHV�RQ�
WKH�2UJDQL]DWLRQDO�+HDOWK�,QGH[�SURPRWH�LW��DQG�WKHVH�FRPSDQLHV�
SDUWLFXODUO\�H[FHO�DW�WZR�RI�WKHP��PHDQLQJIXO�YDOXHV�DQG�
LQVSLUDWLRQDO�OHDGHUVKLS�

7KH�DFKLHYHPHQWV�RI�RQH�RI�WKH�PRVW�DJLOH�RUJDQL]DWLRQV�ZH�VWXGLHG��
D�EXVLQHVV�SURFHVV�RXWVRXUFLQJ�FRPSDQ\��HPSKDVL]H�WKH�LPSRUWDQFH�
RI�EDODQFLQJ�VSHHG�DQG�VWDELOLW\��)LQDQFLDOO\�VXFFHVVIXO�DQG�JURZLQJ��
LW�KDV�FDSWXUHG�PDUNHW�VKDUH�E\�UDSLGO\�HQWHULQJ�QHZ�JHRJUDSKLFDO�
PDUNHWV��%XW�LW�LV�HTXDOO\�DGHSW�DW�H[LWLQJ�PDUNHWV�WKDW�FRQWUDFW��,Q�
������WKH�FRPSDQ\�H[WULFDWHG�LWVHOI�IURP�WKHP�VR�H̆HFWLYHO\�WKDW�LW�
R̆VHW�GHFOLQLQJ�UHYHQXHV�E\�FDSWXULQJ�QHZ�RSHUDWLRQDO�ḢFLHQFLHV�
LQ�WKH�PRVW�SUR¿WDEOH�PDUNHWV��,Q�WKLV�ZD\��LW�FRQWLQXHG�WR�LQFUHDVH�
HDUQLQJV�EHIRUH�LQWHUHVW��WD[HV��GHSUHFLDWLRQ��DQG�DPRUWL]DWLRQ�
�(%,7'$���

%\�ZD\�RI�FRQWUDVW��OHW¶V�ORRN�DW�D�EXUHDXFUDWLF�RUJDQL]DWLRQ�DQG�
DW�D�³VWDUW�XS´�RUJDQL]DWLRQ�ZH�NQRZ��7KH�IRUPHU�LV�D�OHDGLQJ�
SURIHVVLRQDO�VHUYLFHV�¿UP�VSHFLDOL]LQJ�LQ�DXGLW��WD[��DQG�DGYLVRU\�
VHUYLFHV��,WV�SURFHVVHV�DQG�VWUXFWXUH�DUH�VWDEOH�WR�D�IDXOW��2I�FRXUVH��
WKH�LQGXVWU\�LV�KLJKO\�UHJXODWHG�E\�PDQ\�JRYHUQPHQW�DQG�MXGLFLDO�
HQWLWLHV��%XW�ZKLOH�WKH�¿UP¶V�FRPSHWLWRUV�KDYH�IRXQG�ZD\V�WR�DFW�
TXLFNO\��WKLV�RQH�LV�GRJJHG�E\�DQ�REVHVVLRQ�ZLWK�FRPSOLDQFH�DQG�D�
EOLQG�GHWHUPLQDWLRQ�WR�PLQLPL]H�OLWLJDWLRQ�ULVN��

)RU�H[DPSOH��LW�GHOLEHUDWHO\�DYRLGV�VWRULQJ�DVVHVVPHQWV�RI�LWV�
HPSOR\HHV²DQ�XQXVXDO�FKRLFH��VLQFH�PRVW�RWKHU�FRPSDQLHV�
KDYH�HODERUDWH�WDOHQW�PDQDJHPHQW�GDWDEDVHV���7KH�FRPSOLDQFH�
ṘFHU¶V�UDWLRQDOH�LV�WKDW�D�GLVVDWLV¿HG�FOLHQW�PLJKW�VWDUW�GLVFRYHU\�
SURFHHGLQJV�LQ�D�IXWXUH�ODZVXLW�DQG�¿QG�RXW�WKDW�WKH�¿UP�NQHZ�
DERXW�D�UHOHYDQW�LVVXH�FRQFHUQLQJ�WKH�SHUVRQ�DW�WKH�FHQWHU�RI�VXFK�D�
FDVH���$�ERDUG�FRPSRVHG�HQWLUHO\�RI�VHQLRU�SDUWQHUV��PDQ\�RI�WKHP�
&(2�DVSLUDQWV��H[DFHUEDWHV�WKH�¿UP¶V�FXPEHUVRPH�GHFLVLRQ�PDNLQJ��
1RW�VXUSULVLQJO\��LW�KDV�EHHQ�WUDLOLQJ�LWV�FRPSHWLWRUV�LQ�PDMRU�
SHUIRUPDQFH�FDWHJRULHV�HDFK�\HDU�

7KH�³VWDUW�XS´�RUJDQL]DWLRQ�ZDV�D�MRLQW�YHQWXUH�EHWZHHQ�WKH�
GLYLVLRQV�RI�WZR�ODUJH�WHFKQRORJ\�FRPSDQLHV��RQH�1RUWK�$PHULFDQ�
DQG�RQH�IURP�FRQWLQHQWDO�(XURSH��UHVSRQVLEOH�IRU�D�VLPLODU�UDQJH�
RI�FRQVXPHU�R̆HULQJV��7KH�MRLQW�YHQWXUH¶V�PDLQ�SURGXFW�OLQH�ZDV�
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FRPPXQLFDWLRQV�HTXLSPHQW��,W�FHOHEUDWHG�DQ�HDUO\�ZLQ��SURGXFLQJ�
DQ�DZDUG�ZLQQLQJ�SURGXFW�WKDW�JHQHUDWHG�KLJK�GHPDQG��7KDW�GHYLFH�
ZDV�GHVLJQHG�E\�MXVW�RQH�SHUVRQ�LQ�UHFRUG�WLPH��DQ�DFKLHYHPHQW�
VKRZLQJ�H[HPSODU\�VSHHG�DQG�ÀH[LELOLW\��%XW�WKLV�SHUVRQ¶V�WKUHH�
IXQFWLRQDO�WLWOHV²DOO�DW�WKH�VHQLRU�OHYHO²ZHUH�IDU�IURP�RSWLPDO�IRU�
WKH�QH[W�VWDJH�RI�WKH�MRLQW�YHQWXUH¶V�GHYHORSPHQW��:LWK�OLWWOH�WKRXJKW�
JLYHQ�WR�GHVLJQLQJ�UHSOLFDEOH�LQQRYDWLRQ�SURFHVVHV��WKH�MRLQW�YHQWXUH�
IRXQG�LW�LPSRVVLEOH�WR�GHYHORS�DQRWKHU�ZLQQLQJ�SURGXFW��7KH�VSHHG�
WKDW�KDG�EHHQ�LWV�KDOOPDUN�EHJDQ�WR�ZDQH�DV�PDQDJHPHQW�IRFXVHG�
RQ�WKH�FRQVWDQW�UHQHJRWLDWLRQV�EHWZHHQ�WKH�WZR�SDUWLHV��7KHVH�
XQKHDOWK\�OHYHOV�RI�LQWHUQDO�FRPSHWLWLRQ�FDXVHG�OHDGHUV�WR�ORVH�VLJKW�
RI�H[WHUQDO�WKUHDWV��7KH�MRLQW�YHQWXUH�HQGHG�DV�D�RQH�KLW�ZRQGHU�

2XU�HDUOLHU�UHVHDUFK�FRQVLVWHQWO\�VKRZHG�D�VWURQJ�UHODWLRQVKLS�
EHWZHHQ�RUJDQL]DWLRQDO�KHDOWK�DQG�WKH�FUHDWLRQ�RI�YDOXH��WKH�
KHDOWKLHVW�FRPSDQLHV�IDU�RXWSDFH�WKRVH�ZLWK�PRGHUDWH�RU�ORZ�KHDOWK�

We measured speed by asking survey respondents how often they observed 
their leaders (and, separately, managers) making important decisions quickly 
and their organizations adjusting rapidly to new ways of doing things. We 
measured stability by asking respondents how often they observed their 
organizations implementing clear operating goals and metrics, setting clear 
standards and objectives for work, establishing structures that promote 
accountability, designing jobs with clear objectives, and devising processes 
to document knowledge and ideas.

The percentage of respondents who answered “often” or “almost always” 
compared to all respondents was calculated for all companies, resulting in 
the Agility Index. 

A word on methodology
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LQ�ORQJ�WHUP�WRWDO�UHWXUQV�WR�VKDUHKROGHUV�5�2XU�QHZ�DQDO\VHV�
VXJJHVW�WKDW�VSHHG�DQG�VWDELOLW\�DUH�VLJQL¿FDQW�FDWDO\VWV�IRU�
RUJDQL]DWLRQDO�KHDOWK�DQG�SHUIRUPDQFH��
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5  6HH�$DURQ�'H�6PHW��%LOO�6FKDQLQJHU��DQG�0DWWKHZ�6PLWK��³7KH�KLGGHQ�YDOXH�RI�
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