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Agentic Al is not just another tool.
It redefines the role of the PMO.

Most Al conversations in project and portfolio The real shift comes when Al stops assisting the PMO
management are about productivity: faster status and starts participating in its work: planning,
reports, meeting summaries, risk analysis, and coordinating, governing, and executing. Thatis a
executive briefings. Useful, but incremental. paradigm shift, and it changes what PMO leaders

need from their systems.

WHAT IS A PARADIGM SHIFT?

Thomas Kuhn popularized the term in The Better carriages improved transportation. The
Structure of Scientific Revolutions (1962). A automobile replaced the model, and roads, cities,
paradigm shift happens when we stop improving and industries reorganized around it. Agentic Al is
a model and start questioning its assumptions. the automobile, not a faster horse.

From using applications to assigning objectives

For decades, enterprise software rested on one Agentic Al changes who does the work. Agents from
assumption: people do the work by using applications. OpenAl, Anthropic, Microsoft, and others can take an
Generative Al loosened that by letting people state intent objective, gather what they need, use tools across
(“Why is this program slipping?”) instead of clicking applications, monitor conditions, and act within
through every step, but the person still drove. defined limits.

Applications stop being destinations people navigate and become capabilities agents call on. Their role as systems of
record does not shrink. It grows, because an agent is only as good as the data and rules it draws on.
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THE SHIFT

WHY THE PMO CHANGES

Why most Al value hasn't shown up yet

Research from McKinsey, Gartner, and BCG points to the same gap: many organizations see individual
productivity gains, but few see enterprise-level financial impact. The usual cause: Al gets added to existing
processes without changing the decisions, handoffs, and structures around them.

The better question: how
should we design this process if
people and Al agents can both
do the work?

Thatis an operating-model question, not a
technology question. Organizations built as Person
> Role » Process > Application begin to organize as
Outcome - Capability » Work » Human + Agent »
Tools. That changes how leaders think about
capacity, accountability, and decision rights, and it
lands squarely on the PMO.

This is bigger than automating status reports
The biggest mistake a PMO leader can make is to treat agentic Al as a better reporting tool.

TODAY’S CYCLE: PERIODIC AND MANUAL

Project managers update status, analysts
consolidate it, dashboards go to executives,
someone spots a problem, teams investigate,
and recommendations arrive weeks later.

WITH AGENTS: CONTINUOUS

Agents can watch schedules, dependencies, capacity,
financial variance, risks, and benefit forecasts; flag
issues as they emerge; diagnose likely causes; and
have options ready before the next portfolio review.

The executive question shifts from “What happened to our projects?” to “Which action

gets us to our outcomes?”

The PMO does not disappear. It moves up.

WHAT MOVES TO AGENTS

Status consolidation, routine reporting, meeting
prep, and first-pass analysis.

THIS FREES THE PMO FOR

Investment decisions, strategic alignment, capacity,
benefits realization, and risk governance.

The PMO evolves from a reporting and control function into an enterprise portfolio intelligence and

orchestration function.

Autonomy demands governance

Al that acts carries more risk than Al that writes.
PMOs will need explicit Al decision rights: where
an agent may observe, recommend, prepare an
action, or execute it.

May an agent adjust a schedule, reallocate a
resource, change a forecast, escalate a risk, or shift
investment? Up to what threshold, and with whose
approval? As decisions extend from people to
agents, governance matters more, not less.

Plan smarter.
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GOVERNANCE AND FOUNDATION

AUTONOMY NEEDS RULES

Your system of record now determines your Al outcomes

An agent can only reason about a portfolio as well as that portfolio is modeled. If strategy lives in slides,
budgets in spreadsheets, capacity in someone's head, and work in five different tools, agents will simply

automate the confusion.

AN AGENT-READY PMO NEEDS A SYSTEM OF RECORD THAT:

01

Connects strategy to execution in one data model:
objectives, investments, plans, resources, costs, risks,
dependencies, and benefits.

02

Pulls in work from wherever teams do it, so agents see
the whole portfolio, not one tool's slice.

03

Encodes governance (stage gates, approvals, and
decision rights) that applies to people and agents
alike.

This is what OnePlan was built for.

One platform, one model. Strategy, portfolio,

financial, resource, and work management share a
single data model, connecting objectives, budgets,
capacity, and benefits for people and agents alike.

Al initiatives get their own portfolio. Manage them
with their own intake, approvals, costs, risks, and
benefit targets, while seeing them alongside every
other investment.

Native to Microsoft 365 and Copilot. OnePlan runs
inside Teams, SharePoint, and Power BI. Sofia brings
Copilotinto planning, and you can extend it with your
own Copilot agents.

Governance built in. Approvals, governance controls,
and no-code automations give the PMO one place to
define and enforce decision rights.

04

Lives where people and Al already work, rather than
adding another destination.

One front door. The Innovation Portal captures,
scores, and prioritizes ideas against strategy and
capacity. Sofia Al helps refine submissions so the
portfolio starts with decision-ready data.

Every team's work, one portfolio. OneConnect brings
in work from Microsoft Project, Planner, Azure

DevOps, Jira, Smartsheet, monday.com, Asana, and
more. Teams keep their tools.

Open to agents. Plans, resources, financials, and
approvals are accessible to agents through MCP, so
they work against governed portfolio data, not
exports.

Value in weeks, not quarters. Start learning with
agents now instead of waiting out a year-long
implementation.

Moving off Project Online? It retired on September 30, 2026. Choosing a new system of record is also choosing

an Al foundation.
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THE ONEPLAN APPROACH WHAT TO DO NOW

What PMO leaders should do now

01 Find the work agents should take first: repetitive, coordination-heavy tasks that gather data from
multiple sources.

02 Map decision rights: define where Al may observe, analyze, recommend, prepare actions, or execute
them.

03 Fix the portfolio data model: connect strategy, investments, work, resources, costs, risks,
dependencies, and benefits in one system of record.

04 Start with focused use cases: portfolio briefings, schedule-risk analysis, capacity conflicts, benefit
tracking, and executive decision support.

05 Change the scorecard: measure decision speed and quality, resource use, risk reduction, alignment,
and realized benefits, not report volume or template compliance.

The bigger opportunity

The real shift is not that Al gets smarter. It is that organizations redesign work around the fact that people are no
longer the only actors who can analyze, coordinate, and execute.

PMO leaders face a choice: use Al to make today's PMO

slightly faster, or use it to

The future PMO won’t collect information and report what That starts with the system of record.
happened. It will continuously connect strategy, See how OnePlan gives people and Al
investment, execution, decisions, and outcomes, and agents one governed view from
govern how people and Al agents work together across strategy to execution.

that system. oneplan.ai
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