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ABSTRACT

The study examines the transformation of key account management (KAM) under the influence of internal
organizational changes. The aim of the work is to develop and theoretically substantiate an integrated model
demonstrating how the implementation of structured project management methodologies (through a Project
Management Office, PMO) and agile approaches (Agile) catalyzes the evolution of KAM from a reactive function
to a proactive strategic partnership. The methodological basis comprises a systematic review of the scholarly
literature and a qualitative analysis of three representative cases. The results indicate that the introduction of a PMO
establishes a foundation of trust by increasing the predictability and reliability of projects, whereas Agile
methodologies enable a transition to the co-creation of measurable business value for the client. The proposed
integrated model visualizes the causal link between the maturity of internal processes, the evolution of KAM
relationships, and the business outcomes achieved. In conclusion, it is argued that the development of long-term
partnerships with key clients requires systemic investment in the advancement of internal operational and project
culture. The information presented in the article will be of interest to business development leaders, client relationship
directors, and heads of project management offices seeking systemic approaches to improving retention and revenue
growth from strategic clients.
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INTRODUCTION

The modern B2B environment is characterized by an solution supported by an impeccable customer

unprecedented pace of digitalization that fundamentally
changes the dynamics of interaction between suppliers
and buyers. According to forecasts by the analytical
agency Gartner, by 2025, 80% of all interactions in the
B2B segment will occur through digital channels [1].
This tectonic shift has led to a radical transformation of
buying behavior: corporate clients have become more
informed, they independently conduct a significant part
of their research online, and they expect from suppliers
not merely a product but a comprehensive, personalized

https://aimjournals.com/index.php/tprjsms

experience [2, 3]. Under these conditions, traditional
sales models based on intuition and personal
relationships are giving way to data-driven approaches
[4]. Companies are forced to rethink their strategies,
shifting from a seller-centric model to a customer-centric
model [5, 6]. In this context, key account management is
transforming from a tactical sales function into a strategic
imperative. It is precisely key clients who, according to
the Pareto principle, often generate up to 80% of a
company’s revenue and serve as the foundation of its
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stability and long-term growth [7].

Despite extensive research in the fields of digital
transformation [8] and key account management [10] , a
significant gap remains in the scholarly literature. It lies
in the insufficient study of the synergistic link between
the maturity of internal organizational processes (such as
project management and product development) and the
evolution of external models of engagement with key
clients. Existing works often consider these domains in
isolation, overlooking the fact that a company’s ability to
build a long-term strategic partnership with a client
directly depends on its internal operational maturity,
reliability, and flexibility.

The purpose of the study is to develop and
theoretically  substantiate an integrated  model
demonstrating how the implementation of structured
project management methodologies (through a Project
Management Office, PMO) and agile approaches (Agile)
catalyzes the transformation of KAM from a reactive
sales function to a proactive strategic partnership aimed
at joint value creation.

The author’s hypothesis is as follows:
organizations that systematically implement structured
project management methodologies (PMO) and agile
approaches (Agile) in customer engagement processes
achieve a higher level of maturity in key account
management, which is expressed in the transition from a
reactive model to a proactive partnership and the co-
creation of value.

The scientific novelty of the study lies in the
conceptualization of an integrated model that establishes
a causal relationship between the level of maturity of
internal processes (standardization through PMO,
flexibility through Agile), the evolutionary stages of
KAM relationships, and measurable business outcomes
for both the supplier and the client.

Materials and methods

The study is based on an interdisciplinary approach that
combines two key methods: a systematic literature
review and a case study methodology. The systematic
literature review is aimed at analyzing, synthesizing, and
critically integrating existing theoretical concepts and
empirical data in adjacent domains. This method makes
it possible to build a robust theoretical foundation,
identify key trends, and determine existing research gaps.
A qualitative analysis of three representative cases
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provided for the study is used for empirical verification,
deepening and detailing of the theoretical propositions, as
well as for validating the integrated model proposed in
the work. This two-component approach ensures both
theoretical rigor and practical relevance of the findings.

The source base of the study was classified into two
complementary groups to ensure comprehensive
coverage of the topic.

The theoretical foundation is formed from academic
articles published in leading peer-reviewed scholarly
journals indexed in the international databases Scopus
and Web of Science. The key directions of analysis
include fundamental theories of relationship marketing,
contemporary models and configurations of KAM, as
well as studies devoted to the impact of digitalization and
the implementation of information systems on B2B sales
and marketing.

The analytical and empirical foundation includes
industry reports and forecasts from leading global
consulting agencies, in particular Gartner. These sources
provide up-to-date statistical data, analysis of market
trends, and forecasts for the development of B2B
interactions, which allows to contextualize theoretical
propositions within the real business environment. The
central element of the empirical base consists of detailed
business cases that illustrate the practical implementation
of transformational initiatives (implementation of PMO,
Agile) and their direct impact on key account
management processes and financial outcomes.

Results and discussion

Analysis of contemporary trends shows that the
landscape of B2B sales is undergoing irreversible
changes. Gartner data indicate that buyers in the B2B
segment spend only 17% of their time in face-to-face
meetings with potential suppliers, preferring to conduct
most of their research independently in the digital
environment [1]. This compels companies to radically
restructure their strategies, shifting the focus from
traditional sales methods to creating value in digital
channels even before the first direct contact with the
customer.

Technology is becoming the core of this transformation.
Artificial intelligence (Al) and predictive analytics make
it possible to analyze in real time vast arrays of data on
customer behavior, forecast their future needs, and
proactively offer relevant solutions [12, 19]. Customer
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relationship management (CRM) systems are evolving
from simple databases into intelligent platforms that
integrate all customer touchpoints — from the website
and social media to email and chatbots — creating a
single, holistic customer profile [13, 19]. As shown in
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Fig. 1, this technological shift is not a temporary trend
but a long-term development vector that defines new
rules of the game in the B2B market.

Fig. 1. Forecast of growth in digital interactions in the B2B sector (2020-2025). (compiled by the author based on [7, 16, 19]).

The fundamental theory of relationship marketing
postulates that building long-term, mutually beneficial
relationships with customers is a more profitable strategy
than focusing on one-off transactions [16, 29]. In the
context of key account management, this theory finds its
practical embodiment in an evolutionary model of
relationship development that includes several sequential
stages: tactical, cooperative, interdependent, and, finally,
strategic [7, 14]. At the tactical level, interaction is
predominantly transactional, whereas at the strategic
level the supplier and the client act as unified partners,
jointly investing resources to achieve common goals.

https://aimjournals.com/index.php/tprjsms

Digital transformation serves as a powerful catalyst for
this evolution. The traditional approach to KAM, based
on intuition and informal personal ties, is giving way to a
new, digital approach. It is grounded in data-driven
decision-making, proactive analysis of customer needs,
and a shift in the role of the key account manager from
salesperson to strategic consultant and data architect [9,
10]. A comparative analysis of these two approaches,
presented in Table 1, clearly demonstrates the depth of
the ongoing changes.
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Table 1. Comparative analysis of traditional and digital approaches to KAM (compiled by the author based on
[7, 15, 18, 21)).

email, static CRM

Parameter Traditional approach to Digital approach to KAM
KAM
Primary Client retention, increase in Co-creation of value, improvement of the
objective sales volume client’s business performance
Key tools In-person meetings, telephone, Integrated Al-CRM platforms, predictive

analytics, collaboration tools

Communication
focus

Discussion of product, price,
delivery terms

Strategic dialogue, data analysis, joint idea
generation

Manager
competencies

Sales and negotiation skills,
building personal relationships

Analytical capabilities, strategic thinking,
data management

Planning

Static annual account plan

Dynamic, living plan updated in real time
based on data

Success metrics

Sales volume, share in the

Retention, customer lifetime value (CLV),

client’s procurement

NPS growth, impact on the client’s KPIs

The transition from a traditional to a digital KAM model
requires not only the adoption of new technologies but
also a fundamental transformation of internal processes
and corporate culture. A company’s ability to manage
complex projects effectively, while remaining agile and
reliable, becomes a key factor determining its readiness
to build genuinely strategic relationships with clients.

Successful delivery of complex projects for key clients,
especially in technological and industrial domains,
demands a high level of organizational discipline,
standardization, and control. This critically important
function is performed by the Project Management Office
(PMO), which is responsible for the implementation and
maintenance of unified methodologies, templates,
processes, and project management standards across the
organization [20, 24, 26].

The analysis of Case 2 clearly illustrates the direct impact
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of the PMO on the quality of client interactions. The
creation of a centralized project management system
(PMO  Framework) led not only to internal
improvements, such as a 15-20% increase in efficiency,
but also to tangible external results—the growth of the
Net Promoter Score (NPS) and the overall client
satisfaction rate. This refutes the widespread view of the
PMO as a bureaucratic cost center [27]. On the contrary,
the PMO becomes a center of value creation, as it ensures
predictability, transparency, and reliability—Kkey
attributes valued by strategic clients.

Thus, PMO maturity directly correlates with project
success and with the overall level of organizational
maturity in project management [28, 30]. This internal
maturity forms a solid foundation of trust that is a
necessary condition for moving from a tactical to a
strategic level of relationships with a key client. A model
of this influence is presented in Figure 2.
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Fig.2. PMO influence model (compiled by the author based on [23, 25, 27]).

If the PMO creates a reliable foundation for interaction,
ensuring stability and predictability, then agile
methodologies (Agile) act as the engine that enables a
shift from mere fulfillment of contractual obligations to
joint value co-creation. Agile approaches, based on
iterative development, short feedback cycles, and close
client involvement, make it possible to rapidly test
hypotheses and adapt the product using real data on end-
user behavior [28].

This mechanism is demonstrated in Case 3. The

https://aimjournals.com/index.php/tprjsms

application of Agile approaches and the concept of a
minimum shippable product (Minimum Shippable
Product) in a project for a major e-commerce brand made
it possible not merely to complete the project
successfully, but to directly influence the client’s key
business metrics. An increase in average order value
(AOV) by 17-22%, conversion up to 26%, and customer
retention by 35% (see Fig. 3) constitute direct evidence
that the supplier is capable of generating additional profit
for its client.
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Fig.3. The impact of Agile transformation on the key metrics of the e-commerce client (copyright data)

Such an approach constitutes empirical confirmation of
the transition to the highest stage of KAM maturity —
strategic partnership [7]. Within this paradigm, the
supplier ceases to be a mere executor and becomes an
indispensable advisor and growth partner, deeply
integrated into the client’s business processes and
strategic objectives.

Case 1 serves as the culmination of the study,
demonstrating a powerful synergistic effect from the
simultaneous application of all the elements considered.
The initial loss of a major international client attests to
the failure of an immature, likely transactional and
unreliable interaction model. The process of restoring
trust and subsequent growth represents a practical
implementation of the integrated transformation model:

- Element PMO: The development of a detailed project
road map and the creation of a monitoring system
introduced structure, predictability, and control into the
project, which was critical for a client that had lost trust
due to previous failures.

- Element Agile: Conducting a detailed discovery phase,
engaging key stakeholders, and forming a cross-
functional team ensured a deep understanding of the
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client’s requirements and flexibility in the search for
optimal solutions.

- Element of mature KAM: The introduction of
transparent reporting processes and risk management at
the client’s executive level made it possible to build trust-
based relationships at the highest strategic tier,
demonstrating full openness and a partnership approach.

The outcome was not merely the return of the client but
a qualitative leap in the relationship, marked by the
signing of a new long-term cooperation program for $3.5
million. This proves that systemic investments in internal
transformation (standardization and agility) are directly
converted into the strengthening of relationships with key
clients and significant business growth.

Summarizing the results of the analysis, one can present
an integrated model for transforming key account
management (Fig. 4). This model illustrates a logical
sequence in which internal transformation drivers (PMO
and Agile), through the development of organizational
capabilities (predictability and agility), lead to the
evolution of the KAM model and, ultimately, to the
achievement of a state of co-creation of value with
measurable outcomes for both parties.
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Fig. 4. Description of the integration model (compiled by the author based on [11, 17, 22]).

Despite the obvious advantages, such a transformation is
associated with significant barriers and risks. These
include high organizational resistance to change,
substantial costs of implementing new technologies and
establishing a PMO, as well as a deficit of new
competencies among personnel that requires investment
in training. Overcoming these barriers is impossible
without explicit and consistent support from the
company’s top management.

Conclusion

The study conducted confirms the proposed hypothesis
that the maturity of internal project management
processes is a necessary condition and a catalyst for the
transition to strategic partnership with key clients in the
modern digital economy. The analysis showed that the

https://aimjournals.com/index.php/tprjsms

introduction of a Project Management Office (PMO)
ensures operational reliability, predictability, and
transparency, thereby forming the foundation of client
trust. In turn, the application of agile methodologies
(Agile) makes it possible to transform this trust into joint
activities aimed at achieving the client’s specific and
measurable business results, which constitutes the
highest form of key account management.

Thus, the objective of the research was achieved: an
integrated model has been developed and empirically
substantiated using three practical cases, which
systematically links the organization’s internal
transformation (the implementation of a PMO and Agile)
with the evolution of the KAM model and the creation of
mutual value.
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The practical significance of the work lies in the fact that
the proposed model can serve as a strategic foundation
for companies seeking to increase the effectiveness of
working with their most important clients. It clearly
demonstrates that to achieve long-term success in KAM
it is necessary to invest not only in developing the
competencies of the sales department, but also in the
systematic improvement of internal operational and
project processes. The information presented in the
article will be of interest to business development leaders,
client relationship directors, and heads of project offices
who are seeking systemic approaches to improving
retention and revenue growth from strategic clients.
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