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This book is a guide to understanding the diverse personalities, work styles, and organizational dynamics that shape the success of Project, Program, and Portfolio Offices (P3O). It is built upon years of leadership experience, lessons learned in real-world PMO environments, and the belief that people are at the heart of every successful delivery framework. 

In the fast-paced world of project management, success depends on more than processes or tools it depends on people. P3O Personas is the ultimate guide for understanding the personalities that power Portfolio, Programme, and Project Offices (P3O) and how they interact across the project lifecycle.

Written by PMO leader and technology transformation executive Dimitry Shlyonsky, this book provides a unique roadmap for aligning leadership styles, team dynamics, and AI in project management to deliver consistent, measurable results.

You’ll learn how to:

Identify the 8 core P3O Personas and their ideal roles in project delivery frameworks.

Map personalities to PMI (and PRINCE2) delivery phases Initiation, Planning, Execution, Control, and Closure.

Build high-performance project teams that balance strengths and minimize weaknesses.

Leverage AI tools for project managers to automate planning, enhance reporting, and reduce errors.

Use a clear project management personality guide to improve team collaboration and decision-making.

Perfect for:

Project managers seeking leadership development.

PMO directors building scalable, sustainable delivery structures.

Professionals in portfolio management, program management, and agile PMO environments.

Teams exploring AI-driven project planning and hybrid project management approaches.

P3O Personas goes beyond traditional PMO leadership advice by showing how personality types human and digital impact success at every level. Whether you’re managing a portfolio of programs or delivering a single complex project, you’ll gain the insights to put the right people in the right roles at the right time.

While not one size fits all situations, the suggested guideline can be used in a controlled environment to set direction for how to gauge the effectiveness of a PMO, the roles within it and who fills these roles. It is of course for the executive leadership team to determine the final configuration. 

To set the stage for the P3O Personas we will build a set of standard PMO expectations and a consistent framework so that expected outcomes are achievable. Strategic Objectives drives the outcomes the PMO is working towards and in turn what projects are accepted and what projects not. This is known as the Demand Management or Project Intake process and a brief introduction for that is outlined below. 

Demand Process and Intake Standard

Every high-functioning PMO requires a disciplined method for managing the flow of new project requests. Without a structured intake process, organizations risk overcommitting resources, pursuing low-value initiatives, and creating delivery bottlenecks that undermine strategic execution. The Demand Process sometimes referred to as the Intake Process provides a systematic framework for capturing, evaluating, and prioritizing requests so that portfolio capacity is directed toward the highest-value work.

The process begins with request capture. Business units, sponsors, or external stakeholders submit new ideas or initiatives using a standardized intake form that captures objectives, alignment to strategy, expected benefits, estimated effort, and potential risks. This uniform submission mechanism ensures comparability and eliminates ambiguity that arises when requests are made informally or through inconsistent channels.

Once captured, requests move to initial triage. At this stage, the PMO conducts a quick assessment to determine whether the request meets baseline criteria: Is it within scope of the PMO’s mandate? Does it align with corporate strategy? Is there sufficient information to proceed? Requests failing these thresholds are either redirected for clarification or declined outright, ensuring that limited evaluation resources are reserved for viable initiatives.

Approved submissions advance to evaluation and prioritization. Here, the PMO applies a consistent set of evaluation criteria: strategic alignment, financial return, regulatory compliance, risk profile, and resource availability. Each initiative is scored against these dimensions, creating an objective portfolio view that enables comparison across diverse proposals. Artificial intelligence can enhance this step by drawing on historical project archives to model cost, duration, and risk, thereby grounding prioritization in evidence rather than opinion.

Following evaluation, the portfolio governance board conducts decision-making and authorization. High-scoring initiatives are approved and assigned preliminary funding; others may be deferred or rejected. This governance checkpoint not only enforces discipline but also provides transparency to executives who must balance competing demands for limited resources.

Ultimately, approved initiatives transition into project initiation. A Project Manager is assigned, and a formal Project Charter is created to define scope, governance, and success criteria. From this point forward, the initiative enters the delivery methodology, monitored and reported alongside the rest of the portfolio.

The Demand Process is not simply an administrative function. It is a strategic control mechanism that ensures the PMO functions as a gatekeeper of organizational investment. By embedding rigor at the point of entry, organizations prevent the common pitfall of “starting everything and finishing little.” Instead, they commit to fewer initiatives but execute them with greater precision, predictability, and strategic impact.
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The Evolving Role of the PMO with AI
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The role of the Project Management Office (PMO) has always been to create order out of complexity. At its best, the PMO establishes governance, provides transparency, and enables decision-makers to align investments with strategy. At its worst, it becomes an administrative burden, more focused on compliance than outcomes. The challenge has always been balance: governance with agility, control with adaptability

Today, that balance is being redefined. Organizations are no longer asking whether they need a PMO, but what kind of PMO will accelerate delivery, protect investments, and adapt to disruption. Artificial intelligence adds a new dimension to this question, offering the potential to transform planning, forecasting, and reporting. Yet AI also introduces risks, requiring strong governance and ethical guardrails.

This chapter frames prompt engineering as project management in miniature: prompts are the atomic tasks you assign to an AI teammate, with acceptance criteria, constraints, and dependencies. The right prompt-task accelerates delivery and quality; the wrong one creates rework, risk, and failure. We map classic PM artifacts to prompt artifacts; define an operating model; and cross-reference the P3O Personas so each P3O Persona type (see Chapter 7) knows how to engage AI effectively.

The Opportunity of AI

Generative AI represents more than a new tool it is a team member capable of analyzing data, drafting reports, and simulating outcomes at unprecedented speed. For the PMO, AI can accelerate the creation of project charters, schedules, and forecasts by drawing on historical project archives. It can reduce the latency of reporting by synthesizing updates in real time. And it can flag risks earlier by identifying patterns invisible to human review.

Yet AI is not a replacement for leadership. Governance bodies must still make strategic choices, balance trade-offs, and navigate ambiguity. The opportunity lies in combining human judgment with AI speed, freeing leaders from administrative burden so they can focus on decision-making and strategy.

Why prompt engineering maps naturally to PM

In a project plan, a well-written task is actionable, measurable, and traceable to objectives. In prompt engineering, a well-written prompt is the same thing for an AI teammate. Treat each prompt as a task card with: role, objective, inputs, constraints, explicit acceptance criteria, and output format.

Good prompt = good task: clear scope and criteria → predictable output, low rework, and schedule reliability.

Bad prompt = bad task: vague scope, missing context, or ambiguous criteria → defects, rework loops, and slipped milestones.

Table 1.1: Mapping PM artifacts to Prompt Engineering artifacts[image: ]

RACI & staffing plan | Clarify responsibility and accountability | AI=Responsible for draft; 

PM=Accountable; SME=Consulted; Stakeholders=Informed

Change control | Manage scope creep and versions | Prompt versioning, change log, A/B comparison of variants

Now let’s define a model to act as a Work Package for AI tasks. These tasks should be recorded onto the project plan and standard dependencies assigned to them. As you can see this AI operating model for project tasks follows the classic SDLC, Software Development Lifecycle approach (See Chapter 5). This still requires a human owner to execute the prompt engineering for the tasks. A decision must be made by the Project Manager if they will take on the accountability or if a designated team member will do so.

Operating model (five-step loop):

Define   Translate objectives into a task spec (role, objective, inputs, constraints, acceptance criteria).

Prepare   Ground with trusted sources; choose model/tooling; set SLA and metrics.

Execute   Issue the prompt; capture outputs and provenance; request status (progress, blockers, confidence).

Evaluate   Check against acceptance tests; run automated evaluations; red-team for risks.

Improve   Log variants and outcomes; A/B test prompts; update runbooks and risk register.

AI as a standalone P3O Persona Role: Augments PMO capacity through automation, analysis, and scalable communication. Works in collaboration with human personas to accelerate decision-making and reporting.

Figure 2.1 PMO + AI Lifecycle
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Figure 2.2 PM Delivery Phases
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Figure 2.3 Magic Quadrant: PMI Phases × AI Leverage × Persona Type
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The Strategist: The Strategist sets the vision, clarifies objectives, and ensures alignment between project outcomes and organizational strategy. They focus on why a project is pursued and what value it should deliver.

Intersection with PMO Personas:

Portfolio Manager: The Strategist role maps most directly here, as Portfolio Managers are responsible for aligning projects/programs to corporate strategy and maximizing value.

CPO (Chief Project Officer): At the executive level, the Strategist perspective is important for shaping the portfolio as a lever of transformation.
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