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The gap is not “AI matters” vs “AI does not matter”. The 
gap is between strategic belief and the practical system 
required to add value and use AI safely and repeatedly.
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HCD Analysis and 
Insights



Data is good but insight 
and discussion is better!

Survey <> our experience



Human-Centric Data (HCD) – today with a focus on AI
Projects fail, or succeed, because of the feelings, beliefs & perceptions of those involved, their 
consequent decisions & behaviours and the resulting positive or negative outcomes. The new field of 
HCD measures these factors and enables project leaders to identify, get ahead of and control problems 
earlier.

Feelings, beliefs & 
perceptions 

Decisions & behaviours 
PM outcomes

(Schedule, scope, 
benefits and cost)

Strong / Weak (or 
not so weak) 
signals

Changes
the 
context

+ve or
–ve 

impact

Today we are 
applying the 
Diagnostic 

element of HCD to 
AI



The impact of personal style

Typically reserved, process and 
information focused, reflective, 
questioning, sceptical, trust their 
senses and are informed by logic 
when making decisions.

Systematic
Cautious
Precise

 Typically assertive, action and 
task focused, fast-paced, 

questioning, sceptical, trust 
their intuition and are 

informed by logic when making 
decisions.

Results
Decisive

Direct
 

Persistent
Patient
Supportive

Typically reserved, people 
focused, reflective, accepting, 
warm, trust their senses and are 
informed by relationships when 
making decisions 

Collaborative
Energetic

Optimistic
 

Typically assertive, ideas and 
big picture focused, fast-paced, 

accepting, warm, trust their 
intuition and are informed by 

relationships when making 
decisions. 

Reserved Assertive

Logic

Relationships

D

IS

C

People have different feelings, beliefs & perceptions about AI and any other topic 
impacting the decisions they make and their behaviours



The impact of varied organisational cultures

Process rules Community rules

Individual rules
Relationships 

rule

Most people work in a centralised and in particular “Community rules” culture that will 
influence the decisions they make and their behaviours around AI



Personal 
Perspective



• Importance of AI in your 
career

• Impact of AI on the project 
management profession

Importance and Impact

Career and profession interests 
aligned

Mixed set of beliefs that must be 
uncovered, discussed and impact 
on the decisions made



• Level of knowledge of AI
• Your level of responsibility to 

change business processes

“The more power you have, the 
more you must act with good 
judgement and moral character”
Aristotle (simplified)

Knowledge and Responsibility



Anxiety and Knowledge

Adapted from “The Power of Doubt” - Prof. M Smets University of 
Oxford

• Level of knowledge of AI
• Level of anxiety towards AI

?



Personal and Business Usage of AI

?



Which state are you in?

Curious but cautious
Low knowledge/use; anxiety or 

uncertainty; needs examples and 
safe entry points.

Practical 
experimenter
Moderate/high personal use; value 

emerges through hands-on 
problem solving.

Strategic believer
High future-success and 
advantage scores; need 

governance and ownership to 
convert belief into action.

Overloaded adopters
High perceived importance and 
responsibility, but high mental 

workload; needs simplification and 
support.



Organisational 
Perspective



Ever changing > Accelerating 
> Impossible to “be ahead of”







• Pace at which AI is being adopted
• Clarity of priorities around AI

Pace and Priorities Pace and Ownership
• Pace at which AI is being adopted
• Clarity of ownership and direction of AI

? ?

With clear ownership and priorities comes greater pace of AI adoption and the opportunity 
to deliver value – answering the WHY



• Maturity of policies related 
to AI

• Robustness of guardrails in 
place around the use of AI

The secret is crafting policies, 
including guardrails, that do not 
constrain experimentation but 
encourage…safely!!

Guardrails and Policies

?



What is the level of trust in AI?
Assessing and monitoring trust within an organisation is critical during 
adoption













Organisational 
Archetypes 
Perspective



© Peter Allen 2025



• Clarity of ethics and values
• Clarity of vision and purpose

If the organisation does not have 
clarity of its vision or ethics then 
how can it intelligently / successfully 
adopt AI?

Organisational Vision and 
Values / Ethics



Profession 
Perspective



A perspective on the 
profession

 



Barriers and 
Suggestions



xxx
xxx



Athens April 2026 
Conference 
Suggestions

Demonstrate value
Show concrete PM examples and success 
stories.

Train hands-on
Workshops, seminars, role-specific practice 
and expert support.

Define safe boundaries
Approved tools, low-risk lanes, clear policies 
and guardrails.

Improve data and 
process readiness
Fix weak processes and data foundations.

Assign ownership
Treat AI adoption as an internal project with 
dedicated people.

Embed into workflows
Use AI visibly in day-to-day work rather than 
as an extra layer.

Mindset / Toolset / Skillset AI as Infrastructure AI as a force multiplier

“AI does not remove the PM role; it raises the premium on judgement, ethics, stakeholder confidence 
and value-led delivery.”



HCD Application



1. AGREE OBJECTIVES - WHAT THE 
CLIENT WISHES TO ACHIEVE AND 

ANY REQUIREMENTS AND 
CONSTRAINTS

2. PLAN AND MOBILISE - WHAT, 
WHO, WHEN, WHERE ETC

3. DESKTOP STUDY - CLIENT AND 
RESEARCH MATERIALS

4. ONLINE DIAGNOSTICS - CHOSEN 
SET FOR THE CONTEXT FOR 

DIFFERENT STAKEHOLDER GROUPS

5. INTERVIEWS - INVESTIGATION OF 
IDENTIFIED THEMES WITH 

REPRESENTATIVE STAKEHOLDERS

6. ONSITE WORKSHOPS, MEETINGS - 
EXPLORING / EXPANDING KEY 

THEMES FROM PREVIOUS STAGES

7. ANALYSIS AND FINAL REPORT - 
COLLATION AND PRODUCTION INCL. 

OBSERVATIONS / 
RECOMMENDATIONS AND 

PRESENTATION

8. IMMEDIATE FOLLOW-ON 
SUPPORT

Applying HCD in the business context

Typically a 3 month application – 
continuous, anonymous, transparent



HCD enhances and augments 
existing project reporting and 
controls data leading to improved 
outcomes.

The part of the 
project “system” 

we are not 
measuring



Critical role of Human-Centric Data (HCD) in 
improving the value from AI in the system 

• AI does not have the necessary 
human-centric contextual data – 
context poor

• Without HCD it never will – seriously 
diminishing the value add and  
opportunity for greater productivity

• AI does not know “WHY” – HCD helps 
answer this

X
X



42

Wider HCD applications
• ESG and Carbon reporting decision making - 

working in UK and Sydney
• Human-Centric AI Leadership Assessment 

(HAILS)
• 2 Mega energy projects in Australia + 2 

Mega energy projects in Sweden + Slovakia 
et al

HCD in the 
context of KM / 
Lessons (rarely) 
Learned 



What happens 
next?



xxx
xxx

Informed by your feedback and recent experiences advising clients



Where we are 
sharing this in the 
next few months
+ multiple applications of the 

Diagnostic element
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