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07 Feb

A leak starts.

10 – 19 Feb

Three repair attempts. No reduction.

20 Feb, 01:45

The analyst reads the network. Night 

flow up 89%, persistent, high 

confidence. Priority LOW, with 

triggers to escalate.

Building it was the easy part.
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From Automation to 
Transformation
Why technology is the easy part
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Three kinds of AI, one approach

01

Everyone's AI

Copilot · agents · citizen 

developers

02

AI in the platforms we 
own

Microsoft · Salesforce · ESRI · 

IBM · Autodesk · Databricks

03

AI we build

Leakage · CCTV · alarms

"Copilot, not autopilot." Usage can't be optional. Most of the cost is capability, not 

technology.



The framework in practice

01 · Everyone's AI

92%
of 2,130 Copilot users active. 

1,700+ agents built.

Messy middle: who owns agent 

1,243?

02 · Platform AI

Dynamics and Spark

Complaint reports built 

automatically. Plain-English 

questions on capital project 

data.

Messy middle: how will platform 
licensing evolve?

03 · AI we build

CCTV and alarms

Computer vision on sewer 

footage. Control-room alarms 

ranked by consequence.

Messy middle: scaling it into how 
we operate.

One and two: small gains, everywhere. Three: surgical, and where the game changers come from.



How the Leakage Analyst works

01 Eight siloed sources. Flow, GIS, sub-meters, PRVs, sweeps, 

maintenance, weather.

02 Agents build a knowledge-graph twin. Assets, instruments 

and how they connect.

03 Telemetry keeps it honest. Faulty sensors, valve positions and 

data gaps corrected as they appear.

04 ML detects, rules diagnose. An LLM only for the edge cases.

05 Prioritised by consequence. And by time to consequence.

An industrialised pipeline, not a chatbot.

Built with Atos · Proof of value, Pollock Avenue DMA, February 2026



THE PROOF OF VALUE'S OWN NEXT STEPS

Extend to more DMAs.

Finalise the business case.

Integrate with work orders.

The integration is work.

The change is the hard part.



HARD PART 1 · RETHINK THE WORK

Sprinkling AI on a broken process just breaks it 
faster

Broken process + AI =
Faster broken 

process



HARD PART 2 · ACCOUNTABILITY

AI in the loop, not human in the loop

Human in the loop

The system decides. A person checks, when they 

have time. Oversight becomes optional.

AI in the loop

The operator decides and owns it. AI sharpens the 

judgement.

No AI output becomes operational or investment evidence without traceable sources 

and an accountable reviewer.

Risk zones · Privacy assessment · Ethics and data board · External legal assurance



HARD PART 3 · THE OPERATING MODEL · WHERE WE'RE HEADING

Runway lights, not control

M365 and 
automation

Enterprise and 
capital

Citizen 
development

Data analytics and 
ML

AI R&D with 
universities

Data compliance, 
across all

AI Lab

It started in one team, as custodian.

AI turned out more democratic than any of 

us thought.

Our job: help many airlines take off and 

land safely.



FOR THE BIG BRAIN BOARD

01 When an AI-assisted decision is wrong, who owns it?

02 What is the unit of scale: the model, the data or the process?

03 What would you stop doing if AI could read every dial at once?

The technology is coming, one way or another.

Rethinking the work is ours to do.
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