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WITH YOU TODAY…

James Garner

Head of AI and Data

Senior Director, Gleeds

RICS Construction Professional Group Panel

APM Data Advisory Group

RICS responsible-AI working group

Founder of Project Flux

james.garner@gleeds.com
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THIS WEEKEND'S AI SAFETY DEBATE

“genuinely

frightened”

Jacob Coxon

Former Anthropic researcher

Warnings and timelines are risk

assessments. Views differ.

How much authority

should we give an AI system?

BBC News, 13 September 2026. Photo: BBC.
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REID HOFFMAN’S FRAMEWORK

The Four AI Mindsets

Doomers

Existential threat

Halt progress

Gloomers

Job losses

Human displacement

Zoomers

Rapid adoption

Full acceleration

Bloomers

Deliberate optimism

Thoughtful navigation
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What the client actually buys

How will clients solve

the problems for which

we are the answer 

today?

Drawing on Richard and Daniel Susskind
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PROJECT DELIVERY PERFORMANCE

The Iron Law of Projects

Study sample: 11,099 projects

100%

47.5%

7.8%
0.5%

All projects On-budget

(or better)

On-budget &

on-time

(or better)

On-budget, on-time

& on-benefits

(or better)

Source: Bent Flyvbjerg & Alexander Budzier, Oxford Saïd. Reference study, not a current industry estimate.
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NOBODY WANTS AI.

THEY WANT A BETTER

TUESDAY AFTERNOON.

TIME

Give me some back.
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PROPRIETARY DATA AND KNOW-HOW

Your experience.

Your IP.

Your advantage.

Cost history and project outcomes

Lessons that improve judgement

Sources, context and ownership
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A BOUNDED AGENT WORKFLOW

A cladding package review

Approved project pack + company method

The agent finds the gap

Scope: access equipment required

Bid A: access equipment excluded

A sourced exception and

a draft clarification

The professional decides

Checks the original clauses

Judges what the gap means

Approves the next action

No award or email

without approval

Illustrative workflow, not a deployed system or live demonstration
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THE PRICING MODEL

Pay for

outputs

Hours of effort

Agreed results and

acceptance criteria

Expertise and responsibility

still have value
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RESPONSIBLE USE OF AI IN SURVEYING PRACTICE

The RICS AI Standard at a Glance

Effective since 9 March 2026

01 Baseline Knowledge

Systems, limitations and risks

02 Practice Management

Data, systems and risk governance

03 Using AI

Procurement, outputs and client 

communication

04 Development of AI

Requirements from inception

For RICS members and regulated firms where AI outputs

have a material impact on delivery of surveying services.
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PHYSICAL AI

The Robots are Coming

Capability

meets the

physical world

BMW robotics

example
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JOBS ARE BUNDLES OF TASKS

Tasks change.

Judgement

still matters.

AI can help prepare the work.

We remain accountable for the advice.
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TASKS AND PROFESSIONS

The radiologist paradox

2016

“People should stop

training radiologists now”

Geoffrey Hinton

2025 UK workforce census

32%
shortfall in consultant

clinical radiologists

Image interpretation is one task.

Clinical judgement extends beyond it.

Sources: Hinton, 2016 conference remarks; Royal College of Radiologists, 2025 census
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JOBS ARE BUNDLES OF TASKS

Human skills

still matter

Question and interpret

Evidence, uncertainty and critical thinking

Communicate and negotiate

Listening, empathy and clear advice

Develop judgement in others

Coaching and supervised practice
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Project Flux

AI in project delivery

Newsletter and podcast

projectflux.ai
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PROCON LEICESTER

Thank You

Culture Change,

Not Just a Tool

James Garner

james.garner@gleeds.com
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OUR AI JOURNEY: 
HOW WE’RE USING AI IN 

EVERYDAY PRACTICE 



WHY AI, AND WHY NOW?

AI emerged rapidly as a tool with potential to support 

everyday work.

We wanted to understand:

• where it could genuinely add value

• how it fits within professional services

• how to use it safely and responsibly

The objective was never AI for its own sake. 

It was about improving efficiency, quality, insight, and 

freeing up time for higher-value work. 



At the outset, AI use was limited / inconsistent / 

exploratory. 

There was curiosity across the business, but also 

uncertainty:

• What tools are appropriate?

• What are the risks?

• Where can it help most?

• We recognised early that AI adoption needed 

structure, not just informal experimentation

• We set up an AI working group at the very outset

• It included people from across the business, not just 

one discipline

That cross-business input helped us:

• identify real use cases

• understand concerns

• test tools practically

• bring people with us on the journey

WHERE WE STARTED



A CONFERENCE 
AND A CHANCE MEETING



UNDERSTANDING WHERE AI
COULD HAVE THE MOST IMPACT

We took a multi-faceted approach. 

One of the most useful exercises was 

mapping AI potential across workflows. 

This helped us identify:

• quick wins

• lower-risk applications

• longer-term opportunities

• areas needing more governance
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FROM SIMPLE 
GUIDANCE TO A FULL AI POLICY

Safe use was a priority from the beginning. 

We started with simple initial guidance. 

As our understanding developed, this became a full AI 

policy. 

The policy now covers areas such as:

• appropriate tools

• data privacy and confidentiality

• client information

• checking and verification

• transparency in use

• ownership and accountability



HOW WE’VE 
SUPPORTED UPTAKE

Adoption doesn’t happen just because tools are 

available. 

We’ve actively encouraged use through:

• sharing examples of success

• celebrating wins

• short CPDs / lunch-and-learns

• peer-to-peer sharing

• practical demonstrations focused on real tasks



EXAMPLES IN PRACTICE

Minute Production Document Comparison

QS Schedules / Data Support Creating Conditions Trackers 









WHAT WE’VE LEARNED

• Start with real business 
problems, not technology first

• Cross-practice input is 
essential

• Small wins help build 
confidence

• Training and shared examples 
matter

• Governance needs to evolve 
alongside use

• AI works best as an assistant, 
not an autopilot

• Value comes from combining AI 
capability with human expertise

RESPONSIBLE USE

• AI use must sit within the 
standards expected of 
professional services

That means:

• professional judgement 
remains central

• outputs are checked, not taken 
at face value

• confidentiality is protected
• clients are engaged 

appropriately
• transparency matters

WHERE WE SEE THE BIGGEST 
POTENTIAL NEXT

• Bid writing
• Contract and warranty review 

processes
• Appointment reviews and 

comparisons 
• Design matrix reviews 
• Broader workflow integration 

across the business
• Initial concept image 

generation
• Workflow and process 

simplification
• In-depth technical research 

including design and planning 
regulations

GOING FORWARDS



‘THE JOURNEY IS NOT ABOUT REPLACING PROFESSIONAL 
EXPERTISE – IT’S ABOUT ENHANCING IT, SAFELY AND 

INTELLIGENTLY’
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Optimising Business Productivity Using Technology and AI

Beyond the Hype:
Real-World AI Challenges
and How We Overcame Them

Alex Luketa
Partner



About Xerini

Xerini is a software and AI solutions provider on a mission to inspire and empower 
businesses by optimising productivity through technology and AI. We help organisations 
break free from silos, eliminate slow manual processes, and unlock the full potential of their 
data.

Founded in 2019, we initially focused on civil engineering and the built environment, working 
with HS2 and National Highways. Today, we've expanded into finance, wealth management, 
recruitment, insurance, and other industries.

Alex Luketa

Partner / Chief Geek

14+ years in financial technology at Morgan Stanley, Goldman Sachs, and Credit Suisse. Expert in AI, machine 
learning, and building bespoke solutions that enhance existing IT infrastructure.





Stories of failure resonate more than stories of success. Few 
people reach the top, but everyone has failed, including those 
who eventually succeed. 

If you're teaching people how to succeed in a given field (or 
talking about your own success), start with how you failed."

James Clear

“



CASE STUDY

AI for Tender Intelligence:
Smart Bid Summaries & Scoring

Structured Summarisation

Extracted specific data (milestone dates, 
commercial details) rather than generating 
generic summaries.

Bid Scoring

Generated a bid/no-bid score to help prioritise 
opportunities. Evaluated bid quality based on 
configurable client criteria.

Question Extraction

Identified front-end administrative questions. 
Extracted deeper, technical questions for internal 
review.



CHALLENGES

Tender Intelligence



SOLUTIONS

Tender Intelligence



THE BROADER PICTURE

Other Risks to Be Aware Of



CONCLUSIONS

What We've Learned



CONCLUSIONS

Looking Forward

4 Future AI systems will be more autonomous, but also riskier
As the industry moves toward agentic AI, the issues we encountered (hallucinations, errors, unpredictability) 
will become even more significant

The need for governance, safeguards, and human oversight will only increase

A clear business case is essential
AI adoption should be driven by real business needs, not hype

Projects must consider cost, feasibility, and return on investment before implementation

The exciting part: We can now solve previously unsolvable problems
AI enables businesses to process complex, large-scale data faster and more affordably than ever before

We're unlocking opportunities that would have been impossible just a few years ago

5

6



OUR PLATFORM

Xefr: Agentic Enabled Integration

Xefr is a powerful AI-driven Data and Process Orchestration Platform that integrates and automates business 
data, breaking down silos and providing a seamless, interactive user experience.

xefr.io
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