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Introduction 

 

Generative AI has permeated all aspects of our lives from work to leisure and everyday 

activities. Thousands of applications have demonstrated the transformative capability 

of Generative AI, showing us how it can potentially and actually enhance our daily 

routines. We can benefit from and create our own AI-powered tools, even without 

programming knowledge. In our professional lives, Generative AI can save significant 

time by automating daily tasks, such as summarizing meetings in seconds and 

generating images through voice commands. 

 

In the field of project management, whenever data, its access, and relevance are in 

place, the technology significantly enhances project performance by facilitating 

informed decision-making. It helps identify and prioritize potential threats and risks, 

making data-informed decisions essential for proactive and preventive risk 

management.  The capability of deep learning to handle unstructured data is 

particularly beneficial, helping to produce project lessons learned, risk reports, and 

stakeholder feedback, uncovering hidden patterns that enable better decisions. 

Additionally, once the organization has a solid program or portfolio guidance and the 

necessary governance to make this approach work, AI algorithms can monitor project 

performance in real-time, adapting to changing circumstances and optimizing 

resource allocation. This adaptability is crucial for a project's success, influencing its 

 
1Editor’s note: This article is an introduction to a series of articles by the authors on the use of artificial 
intelligence (AI) in the project management field. While the authors recognize the rapidly growing attention on the 
potential power and impact of AI on project management, they also want to point out the risks of assuming AI and 
human intelligence are or can be equated. The authors have previously researched and published on topics 
related to neuro-behavioral issues and cognitive intelligence in project management. 

 
2 How to cite this work: di Filippo, I., Ramirez, J., Mesa, D., Alcelay, C., Winston, R.  (2024). Projects, Project 

Managers, and Organizations Functioning in an AI Information Age, Artificial Intelligence Use in Project 

Management, series article, PM World Journal, Volume XIII, Issue IX, September. 
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budget, schedule, and financial outcomes. Under these circumstances, this 

technology can also help the project manager predict potential outcomes with 

unprecedented precision, empowering them to make decisions collaboratively with 

stakeholders and team members. 

 

While AI offers significant advantages by integrating data into everyday tasks and 

augmenting many aspects of our jobs, it is not without its challenges. AI can produce 

results with questionable accuracy, hallucinations, and lists that require interpretation 

both from the perspective of the lists and the scenario used to produce them.  On the 

input side, the data feeding AI or Generative AI solutions remains an issue, with project 

managers over-reliant on AI tools, neglecting human interaction, or disregarding the 

project management team and other stakeholder input.  

Generative AI is increasingly being used to shape work processes, directly influencing 

product and project outcomes to align with overall business strategies and objectives. 

This evolution requires a more business-oriented approach to the application and use 

of  AI, focusing on data safety and quality, providing that the use of AI adheres to data 

protection standards to prevent unauthorized access and safeguard sensitive or 

business proprietary information; evaluating the financial implications and potential 

returns of integrating AI into business operations; and assessing the long-term benefits 

of AI implementation to guide AI governance and enable sustainable business growth. 

 

This paper investigates two pivotal aspects of project management: the project 

manager's knowledge base and unique skill set as crucial assets, and the necessity 

for robust governance as AI becomes increasingly integrated into project 

management. 

 

The project manager: Key to scaling AI in companies  

In a project economy environment, so-called data-driven enterprises are on the rise. 

While it can be argued that organizations have always been led by data to varying 

extents, the massive amount of data now easily accessible introduces the idea that 

greater data access automatically leads to improved outcomes. However, this is not 

necessarily true, as evidenced by a 70% failure rate among such enterprises. 

Availability of massive amounts of data, changes in our tools, or learning how to 

prompt does not imply success.  

In project management, the necessity of data and analytics is undeniable. 

Nevertheless, switching to a heavily data-reliant approach might foster a 

decontextualized approach to projects and result in biased decisions. A shift from a 
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data-centered approach to a human-centered one is required, where people remain 

the driving force in projects, leveraging their knowledge and skills to interpret data 

holistically, integrating, and engaging teams and main workflows in the company. This 

approach involves combining the project manager's expertise with AI capabilities, 

maintaining a human-in-the-loop focus, as well as enabling the human-in-the-loop to 

be aware that their input is also valued. This approach enables project managers can 

remain key agents of change, balancing technological tools with human cognition and 

stakeholder engagement through the project manager’s emotional and social 

communication practices. 

Overall, this human-in-the-loop approach is already showing the need for project 

managers in AI-related decisions, across PMOs, teams, and projects, showing their 

teams and stakeholders what Generative AI can do, how data should be considered 

and tackled, and how it can impact structures, people, and processes. And within 

communities, sharing their learning as a collective effort and providing context to the 

profession. This shift involves some first-order considerations: 

 

● A knowledge-based approach becomes crucial for identifying 

misinformation and discerning the truth.   

 
The role of a project manager cannot be reduced to that of a data manager. The rise 

of a data-centric AI model, more than ever, emphasizes the need for a knowledge-

based approach that is crucial for identifying misinformation and discerning truth. This 

approach highlights the need for an active role in interpreting data, contextualizing it, 

and adding value to potentially decontextualized lists of outcomes. It showcases the 

unique value project managers bring, enabling them to continue playing a pivotal role 

in the evolving landscape of organizations, projects, clients, and communities. 

 
● The role of a project manager requires a deep understanding of data 

flows and their impact on projects. 

 

This focus requires a committed approach to data flow management, understanding 

where to acquire data, how to retrieve it, its budgetary impact on the project, and legal, 

security, and privacy concerns. Being able not only to interpret data with expert 

knowledge but also to become an active member of the organization, helping other 

areas understand the impact of data on their projects. For example, participating in 

large language model (LLM) training processes leverages project management 

expertise within the organization and, through active communication with Project 

Management Offices (PMOs), enhances the use of generative AI in projects. 
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● The project manager is a key connector supporting teams productively.  

Involving various departments, disciplines, roles, and perspectives in comprehending 

project outcomes has been particularly embraced in agile-driven approaches. Now, 

the field of Generative AI is witnessing a collaborative fusion of different domain-

experts knowledge, where the development of impactful AI models demands the 

combined expertise of technologists and industry specialists. 

 

AI reinforces the fact that projects require multiple disciplines to be brought to bear to 

provide better analysis and decision-making. Furthermore, AI's transformative impact 

on industries highlights the growing importance of skills traditionally associated with 

project management, such as creativity, critical thinking, problem-solving, and 

storytelling. As AI continues to evolve, adaptive and collaborative skills and behaviors 

are becoming increasingly crucial. The project manager needs to be more self- and 

socially aware in the team environment as solution sets provided by AI are analyzed, 

broken into activities, and fed into the technical requirements. This shift requires the 

adaptation and enhancement of these competencies to be cognitively ready to thrive 

in an AI-integrated future. 

 

Governance 

 

Data has evolved from being mainly an entry point for decisions to influencing value 

streams within our organizations. This broader impact makes data-based decision-

making aligned with business outcomes more crucial than ever. However, reality is 

showing us an over-reliance on decontextualized data in the form of downloadable 

templates, plans, or endless lists of suggestions for project improvements. AI-

generated information is integrated into projects without checking it against the 

organization’s values, strategic objectives, ethics, or other internal metric. In fact, all 

these items do not necessarily reflect the governance within an organization for project 

or program management. Furthermore, projects do not respond to the one-size-fits-all 

approach that most of these items require for their application. 

 

While project managers, team members, users, and other stakeholders, in general, 

search for generative AI tools to assist with daily tasks, a broader perspective on how 

generative AI can benefit the organization is needed. A governance model that aligns 

AI project outcomes with strategic objectives is essential, enabling the development 

and implementation of AI technologies that are in line with the organization’s overall 

objectives and values and promote ethical standards, compliance, and process 

improvement. 
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Implementing an AI governance model involves more than selecting tools or tech 

platforms. It requires understanding how AI will revolutionize or impact business 

processes, handle and analyze information, and integrate into productivity and 

operational efficiency models. Not all companies require an AI shift, and not all are 

ready for it. A robust governance model should include: 

● Personnel aspect 

Data-driven companies are evolving into data-informed ones, where people are central 

to decision-making. Identifying key roles like data scientists, AI specialists, data 

engineers, and ethical officers is essential. These roles provide AI systems that are 

developed responsibly and directed towards being organizationally and project 

effective, and adhering to governance frameworks. Project management profiles are 

crucial in providing a holistic approach. Shifting to a data-informed framework implies 

a cultural change, with education, training, mentoring, and knowledge-sharing to 

maximize positively the impact on teams, stakeholders, and other relevant parties. 

● Data readiness 

Measuring and enabling data readiness is a significant challenge, affecting all areas 

of an organization and underscoring a commitment to ethics, transparency, and 

effectiveness in management. Compliance with data regulations attempts to protect 

confidential information and aligns with the organization's and industry's ethical 

standards. Ultimately, a robust governance model enhances user safety by 

implementing comprehensive measures and policies that protect data integrity, 

privacy, and security. Having data encryption and access controls, regular security 

audits that include discussion about the algorithms and the prompts, and risk 

mitigation processes in place strengthens the framework. 

● Investment Requirements and Structure 

A critical question when adopting an AI framework is the initial, maintenance, and 

upgrade costs. Being specific about our AI governance model needs allows for 

detailed investment planning, including subscription costs, training, and maintenance. 

Identifying the right cloud environment or Large Language Model (LLM) is crucial for 

security and ease of use, as well as developing modes to validate and verify the 

solution sets before implementation. These decisions should align with the 

organization's objectives, task complexity, and budget concerns. A proper governance 

model has to be tailored to specific needs and has to maximize the uniqueness of 

each business. Development can be incremental, starting with small AI projects to test 
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frameworks and refine processes. Using agile methodologies to iterate and improve 

based on feedback minimizes risks and organizational disruption. 

In summary, the role of project managers and the practice of project management are 

evolving with the advent of AI technologies and more recently with Generative AI. AI 

can automate and assist with routine tasks, but the true enhancement of project 

management depends on meeting the right business conditions. A solid AI governance 

framework, encompassing ethics, compliance, data integrity, privacy, social concerns, 

and bias mitigation, is essential. Concurrently, project managers must leverage their 

knowledge, skills, and team engagement to interpret data accurately, avoid 

misinformation, and shape organizational workflows. This symbiotic evolution 

guarantees that Generative AI maximizes its impact within a robust AI governance 

framework. 
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