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In a 1935 piece for science fiction magazine Wonder Stories, David H. Keller described a future in
which daily life would be reshaped by technology, and where cars would drive themselves. A
recent Wall Street Journal article stated that in 2026, an estimated 36 million driverless taxi ndes
will be conducted in the US alone. Bold visions may take time to become reality, but when they
do, they quickly become part of everyday life.

Enterprise transformation is approaching a similar inflection point. As Al evolves from a
productivity tool into an agentic engine capable of coordinating work, it will enable the
reinvention of the transformation office. The new agentic TO will execute change faster,
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strengthen business ownership, and deliver stronger outcomes with greater precision. Forward-
looking CEQOs, chief transformation officers, and C-suite members should now be envisioning the
agentic TO and plotting the steps required to build it.

Transformation offices are often resource-constrained, coordination-heavy, and slow to react.
Teams spend significant time tracking progress, chasing updates, compiling reports, and manually
identifying risks. In addition, many organizations lack a deep bench of experienced
transformation practitioners, which means the TO staff often require upskilling in transformation
methodologies and change delivery, lengthening the interval between the decision to transform
and the realization of results.

Applying Al opens the way for rethinking the architecture of the TO, creating a stronger execution
engine that amplifies human capability, surfaces insight in real time, and enables faster, more
targeted interventions. The result i1s a model that remains firmly human-led and enables teams to
work with greater speed, precision, and confidence.

A Look into the (Very Near)
Future of the TO

The agentic transformation office of 2030 will apply Al to governance, updates,issue detection,
upskilling, and sentiment analysis, quickly identifying and resolving barriers. Over time, this
engine will greatly reduce the need for routine human intervention, enabling transformation staff
to take on strategic roles and engage more deeply on issues that move the needle. In other words,
transformation team members can partner directly with workstream leaders and initiative owners
to develop targeted interventions for the opportunities with the greatest value, rather than
limiting their role to monitoring performance and flagging issues for the business to resolve.

Transformation offices vary by organization, but typically focus on three core areas: program
management, financial and impact tracking, and change management. Add (See exhibit.) Al is
fundamentally reshaping how each of these domains will operate by 2030.
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Program Management

Once characterized by manual tracking and reactive reporting, this area will provide always-on
detection led by Al. Transformation team members will have real-time visibility into risks,
dependencies, and decisions, and Al will generate automated nudges to prompt action from
workstream leaders and initiative owners. Actions, updates, and follow-ups will be sent
automatically, reducing the effort TO team members spend on routine coordination. This will allow
significant numbers of items to be resolved prior to meetings, leaving precious talk time for
pressing matters while enabling team members to focus on higher value activities.

Financial and Impact Tracking

This function will shift from periodic validation to ongoing transparency into value delivery,
enabled by dynamic forecasting and rapid course correction. Al-based predictive modeling can
forecast the likely trajectory of impact realization and identify potential gaps in value delivery
early based on data patterns from the existing transformation portfolio, deeper integration with
enterprise resource planning and core finance systems, as well as trends from external
benchmarks. This will give executives line of sight into the transformation and highlight where
business attention is most needed. Finance will continue to play a critical role in validating the
impact, ensuring consistency with P&L reporting and performance. As data and insights make
transformations more predictable, organizations will also be better positioned to substantiate
value creation narratives with investors.
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Change Management

This aspect of transformation will no longer involve broad, generic interventions;instead it will
focus on precision engagement, using real-time sentiment and targeted nudges to boost adoption
and foster behavior change. The TO will leverage deeper insights to better manage change
capacity, identifying where teams are overloaded, where fatigue is building, and where sequencing
requires adjustment to protect adoption and momentum. It will develop and roll out rich, role-
specific upskilling content and personalized coaching, and ensure that feedback loops are
closed, building the institutional trust and resilience required to bring about real impact. This will
make transformation outcomes deeply personal, motivating team members to push harder
towards program objectives.

Al Doesn’t Replace Humans; It
Fosters Business Ownership

As leaders embed Al into their transformation offices, they should bear in mind that organizations
positioning Al as a substitute for human roles risk diluting accountability, reducing review quality,
and eroding trust, according to BCG research conducted with Harvard Business Review. Al adoption
must be thoughtful, considered, and embedded within human-led systems, not positioned as a
replacement for them.

To accomplish this shift safely and responsibly, organizations must set in place minimum viable
governance for Al tools: what they can draft and recommend, what requires human review, and
what must remain a human decision. The transformation team can then focus on translating Al
insights into action, nurturing change skills,and empowering sponsors, workstream leaders, and
Initiative owners to take greater ownership and make faster, better decisions.

Getting Started with an Agentic
Transtormation Office

Like any high-performing TO, an agentic transformation office should begin with a clearly defined
strategic vision, mandate, and scope. Before introducing agentic capabilities, organizations must
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establish the office’s role, the value it is expected to deliver,and the decisions and outcomes it
will enable. In an Al-enabled environment, leaders shouldn’t shy away from setting lofty
ambitions—rather, they should establish stretch targets by default, based on the understanding
that technology will provide opportunity for achievement beyond current expectations.

With the objective established, leaders should design an operating model that includes team
structure, governance, decision rights, and the roles that remain human-led versus those that will
be augmented by Al. Clear ways of working, reporting cadences, and escalation pathways will
ensure the discipline needed for effective execution. Identifying the right teamis as critical as
ever, because members will be responsible for blueprinting how to use technology to amplify
impact. To succeed in this new context, transformation team members will need a combination of
strategic vision and executional rigor that go beyond pure operational skills.

Finally, organizations should invest early in capability building. Equip program teams with the
tools they need to succeed. Provide access to cutting-edge Al technology, backed by strong
transformation and change principles. Empower them to take risks and disrupt business as usual.
Establishing these foundations early enables agentic transformation offices to scale capabilities
across increasingly complex portfolios with confidence.

By building on existing TO foundations and embedding agentic capabilities where they can have
the biggest impact, organizations can reduce value leakage, improve decision velocity, deliver
more consistent outcomes, and unlock greater value from their transformations. The strongest
TOs will also set in motion learning loops between each chapter of the transformation journey,
capturing what worked, what did not, and which interventions mattered.

In the same way that driverless cars moved from speculative fiction to everyday reality, the Al-
powered transformation office will one day be an accepted part of the corporate landscape.
Transformation teams will leverage technology to push the bounds of innovation and reach new
horizons of capability. By embedding agentic Al into core transformation office activities,
organizations will strengthen their capacity to change quickly and effectively.
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ABOUT BOSTON CONSULTING GROUP

Boston Consulting Group bridges the gap between ambition and outcomes for the world's leading
companies and organizations. We are built for this era of unprecedented change — bringing
strategic clarity rooted in over 60 years of deep domain knowledge, combined with applied Al
shaped by our practitioners. BCG works shoulderto-shoulder with CEOs across industries and
geographies to deliver transformative impact at scale: stronger returns, transferred capabilities,
and change that sticks. For more information, visit bcg.com.
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