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Explainer

Always-on 
intelligence. 
In most organisations, intelligence is something you consult. A dashboard is opened. A report is generated. A model 
is queried. Insight appears in response to a question. Always-on intelligence challenges this model. It is not episodic, 
reactive, or dependent on prompting. It is a continuously maintained understanding of operational reality that 
persists whether anyone is actively looking.

Operations are living systems. Assets, people, constraints, and external forces interact across space and time. A small 
deviation, a delay, a resource shift, a weather change, may appear insignificant in isolation. But in tightly coupled 
environments, these small changes can quietly reshape downstream conditions.

Always-on intelligence surfaces relevant information to the right people; through channels they interact with daily. 
This might be a dashboard, but could also be email, WhatsApp, teams. And it does not simply detect and 
communicate all events. Critically, it is self-selective. Continuous monitoring alone creates noise. Always-on 
intelligence must actively select what is relevant. It evaluates deviation against current operational context, 
proximity to constraints, and potential cascading impacts. Most signals are absorbed and contextualised silently. 
Only those developments likely to materially affect outcomes are surfaced, to the right people, at the right moment.

Always-on intelligence has two distinct but inseparable components:

1. A continuously updating intelligence layer embedded within the operation
2. A proactive communication mechanism that self-selects and surfaces what is materially relevant

The Continuously Updating Intelligence Layer

At the core is a live intelligence layer that continuously reasons about the operation as new information arrives. Data 
is not merely ingested and displayed. It is anchored to entities and relationships within a shared ontology. 
Micromodels evaluate how each new input alters capacity, sequencing, resource interaction, risk exposure, and 
downstream feasibility. These changes are reconciled across domains, maintaining a coherent and evolving 
understanding of how the operation is configured and where pressure is building.

This layer does not wait for queries. It continuously:

• Evaluates deviations against current constraints
• Assesses second- and third-order cascading impacts
• Updates projections of near-term and medium-term consequence
• Re-prioritises emerging risks and opportunities

It is not monitoring. It is continuous operational reasoning. Without this layer, AI systems remain reactive. They 
answer questions but do not maintain persistent awareness. With it, intelligence exists ahead of interaction.

Proactive, Self-Selecting Communication

Continuous reasoning alone is insufficient. Intelligence must reach operators at the right moment, without 
overwhelming them. The second component of always-on intelligence is proactive communication. The system 
actively selects what is materially relevant, determines who is affected, and pushes signal through existing 
operational channels: email, Microsoft Teams, alerts, workflow systems, or situational reports.

This selection is disciplined. Not every deviation becomes a notification. The intelligence layer evaluates:

• Proximity to operational or contractual constraints
• Degree of cascading propagation
• Erosion of buffers or resilience
• Urgency relative to decision windows

Only developments that meaningfully alter expected outcomes are surfaced. Everything else is absorbed into the 
evolving operational understanding. This is the difference between alerting and intelligence.
Alerting reacts to thresholds. Always-on intelligence surfaces consequence.


