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Executive Summary

Unified Intelligence is emerging as a new category of enterprise capability. By
combining operational data, modelling, Al and organisational context, it
enables organisations to maintain a continuously evolving understanding of
their operations, anticipate consequence and make better decisions before
events unfold.

Its potential impact is significant. Unified Intelligence has the ability to
influence operational performance, resilience, investment decisions and long-
term competitiveness across an entire organisation or ecosystem. As a result,
many leaders increasingly view it as strategic infrastructure rather than simply
another software tool. This naturally raises an important question: should such
a strategically important capability be built internally or acquired from a
specialist provider?

For many organisations, the instinct to build is understandable. The capability
is strategically important. Data platforms, cloud infrastructure, Digital Twins,
analytics capabilities and Al teams may already exist. Viewed from a distance,
Unified Intelligence can appear to be the next logical step in the organisation's
technology evolution.

However, building Unified Intelligence is rarely a conventional software project.
While many of the technologies involved are familiar, the capability itself
depends on disciplines that remain relatively immature within most
organisations, including operational ontology, reasoning, orchestration,
operational memory and governance. As a result, programmes that begin as
Al or Digital Twin initiatives often evolve into multi-year capability
development efforts requiring new skKills, architectures, operating models and
organisational change.

The challenge is not simply the investment required to build the capability. It is
the time required for intelligence to become operational.

This paper explores those questions. It examines the realities of building
Unified Intelligence, the hidden capabilities organisations frequently overlook,
the economics of internal development, and the alternative approaches
enabled by open, federated architectures. Because the decision is not simply
whether to build Unified Intelligence. It is whether to spend the next several
years creating the capability, or benefiting from it.



BUILDING

Defining what Unified
Intelligence actually is.

Before considering how Unified Intelligence is built, it is important to understand what it actually is.

One of the reasons organisations underestimate the challenge is that they often define Unified
Intelligence by its outputs: dashboards, copilots, Al agents, simulations or automated workflows. These
may be manifestations of intelligence, but they are not the intelligence itself.

Unified Intelligence is the capability to maintain a continuously evolving understanding of an
operation, anticipate how conditions will change, reason about the consequences of decisions and help
people act before disruption becomes unavoidable.

To achieve this, three capabilities must work together continuously.

Understanding creates a coherent picture of reality by integrating data, assets, resources and
operational context into a shared operational model. This answers: What is happening?

Reasoning evaluates how that reality is changing, explores potential futures and assesses the
consequences of different actions. This answers: Why is it happening? What happens next? What are
the consequences?

Action ensures intelligence influences decisions by delivering recommendations, alerts, agents and
decision support into operational workflows. This answers: What should we do about it?
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Unified Intelligence is a capability, not a component.
Building it means building the complete architecture - not just the visible parts.
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BUILDING

The timeline to realising value.

Once the value of Unified Intelligence is understood, a different question
emerges: how quickly can that value be realised?

Many organisations assume value begins when the technology is deployed. In
reality, deployment is often where value creation starts, not where it is fully
realised.

Unified Intelligence is not simply a technology capability. It is an organisational
capability. People need to learn how to trust it. Workflows need to adapt. New
behaviours emerge. Intelligence gradually becomes embedded within day-to-day
decision-making. This process takes time.

Like any significant capability, there is a maturity curve between implementation
and operational impact. Early deployments may influence only a small number of
decisions, users or workflows. Over time, adoption grows, confidence increases
and intelligence becomes embedded across the organisation.

The organisations that begin this journey earlier gain an advantage that is difficult
to replicate. They accumulate operational knowledge sooner, identify valuable use
cases sooner and reach operational maturity while others are still exploring
possibilities.

This advantage extends beyond the organisation itself. As Unified Intelligence
matures, it increasingly influences partners, suppliers, customers and wider
operational ecosystems. Organisations that adopt early often become recognised
leaders within their sector, shaping behaviours and standards rather than
responding to them.

The result is that time-to-value is about more than financial return. It is about
organisational learning, ecosystem influence and long-term strategic advantage.

This creates an important consideration for organisations evaluating their
approach. Building Unified Intelligence may be possible, but it extends the
timeline before intelligence begins influencing operations. Organisational
learning is delayed. Adoption is delayed. Influence is delayed. The opportunity to
establish leadership is delayed. Most importantly, the organisation postpones the
period in which intelligence becomes embedded within day-to-day decision-
making.

The question is therefore not simply whether Unified Intelligence can be built.
The question is how long an organisation is willing to wait before the journey
towards operational intelligence begins.



The compounding advantage.

As adoption grows, intelligence compounds into organisational
learning, ecosystem influence and long-term competitive advantage.
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BUILDING

The build temptation.

The challenge, of course, is that time-to-value is only one side of the equation.

For many organisations, the decision to build Unified Intelligence internally still feels like the right thing
to do. Much of the technology appears familiar. Organisations already have data platforms, cloud
infrastructure, software engineering teams, Digital Twins, analytics capabilities and growing
investments in Al. Viewed from a distance, Unified Intelligence can look like the next logical step.

And in some cases, that conclusion may be entirely rational.
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THE REALITY

The visible pieces are only the starting point. Unified Intelligence depends on hidden capabilities
that are far more complex to build.

This is why most organisations underestimate the challenge.

However, it should only be reached after challenging a series of critical assumptions. How quickly is the
capability needed? How long will it take to build? What are the risks? What is the true cost once
integration, governance and ongoing evolution are considered? And how likely is scope expansion as
requirements mature?

Before answering any of these questions, there is a more fundamental one:
Do we fully understand what we are trying to build?

Many organisations define Unified Intelligence by its visible outputs: dashboards, copilots, Al agents
and automation. These are important, but they are not the capability itself.



BUILDING

The hidden IP layer.

One of the reasons organisations underestimate the challenge of building Unified Intelligence is that
proof-of-concepts can appear successful without containing many of the capabilities required for
operational deployment.

A pilot can be narrow, manually supported and evaluated in a controlled environment. It can
demonstrate a dashboard, an agent, a prediction or a workflow really hitting the live operation. MIT's
2025 The GenAl Divide report found that only around 5% of custom Al tools achieve sustained adoption
and measurable business impact in production environments. This is largely due to misunderstandings
of the hidden capabilties required to scale.

Post-pilot, the system must integrate into real workflows, maintain context over time, reason across
changing conditions, support multiple users, remain auditable, and continue improving as the
operation evolves. These capabilities are rarely visible in a proof-of-concept, but they often determine
whether an Al initiative becomes operationally embedded or stalls after the pilot phase.

Challenge Hidden Capability Required

Operational Ontology creates a shared understanding of
assets, resources, constraints, processes and relationships

Data exists across dozens of systems, using different
structures, definitions and terminology.

Micromodel Architecture decomposes the operation into
specialised, governable models that can evolve

Dynamic operational environments are difficult to model
accurately using a single Al model.

Micromodel Architecture enables independent development,
testing and deployment of operational capabilities.

Models need to be updated, improved and deployed
continuously without disrupting operations.

Operational Memory preserves context across events,
decisions and actions as conditions evolve.

Intelligence needs to maintain awareness of what is
happening right now.

Situational Memory accumulates organisational learning so
intelligence improves over time.

The system needs to learn from previous situations,
interventions and outcomes.

Reasoning Engine evaluates consequences, dependencies,
second-order effects and alternative courses of action.

Predictions alone do not explain consequences, trade-offs
or cascading impacts.

Scenario & Wargaming Frameworks simulate interventions,
test assumptions and evaluate potential outcomes before

Organisations need to safely explore potential futures
before committing to decisions.

Operational decisions require consistency, governance
and explainability.

The same question should not generate materially
different answers each time it is asked.

Integrating LLMs with operational data creates security,
control and containment challenges.

Multiple specialised capabilities must work together as a
coherent system.

Rare events, disruptions and edge cases often lack
sufficient training data.

Decision Guardrails & Governance ensure outputs remain
auditable, repeatable and aligned to operational policy.

Reasoning Governance creates consistency, traceability and
deterministic decision support where required.

Multi-Agent Architecture isolates responsibilities, controls
access to information and limits exposure of operational

Al Orchestration coordinates data, models, memory, agents
and reasoning into a single intelligence capability.

Synthetic Data Generation creates representative scenarios
for testing, validation and model development.
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COSTING

Case study economics.

Assuming the decision is made to build, what does that commitment look like in practice?

While every organisation is different, building Unified Intelligence is rarely a conventional software
project. It is typically a multi-year capability development programme involving new skKills,
architectures, governance frameworks, operating models and organisational change.

The estimates below illustrate what a well-executed programme may require under relatively
favourable conditions. They assume clear objectives, strong executive sponsorship, access to specialist
skills and no major architectural redesigns.

In practice, many organisations discover that the challenge is not building the first version of the
capability. The challenge is maturing it into something trusted, adopted and operationally embedded.

Category Single Workflow Capability Enterprise Unified Platform-Enabled Approach
(Build) Intelligence (Build) (Externally Sourced)
Tvoical S o i | Kl Multi-workflow Multi-workflow
ypicalscope ne operational workflow organisational capability organisational capability

Team Size 7-9 specialists 12-16 specialists n/a

Time to First Deployment 6-12 months 12-18 months 8-16 weeks

Time t_o SEUCUE 18-24 months 3-5years 6-18 months

Maturity

Indicative Investment £1.5m-£2m £3m—£5m+ 20 S RO
deployment*

The distinction between deployment and maturity is important. A capability may be technically
operational within months. However, achieving widespread adoption, embedding intelligence within
operational workflows, establishing trust, refining models, building governance frameworks and
expanding use cases typically takes significantly longer.

This is particularly true because Unified Intelligence sits at the intersection of technology, operations
and decision-making. As organisations learn what is possible, requirements often evolve. New use cases
emerge. Additional workflows are added. Governance expectations increase. Architectures mature. As a
result, the final capability is often materially different from the one originally envisioned.

For some organisations, this investment is entirely justified. Unified Intelligence may be considered
strategically important enough to warrant internal development.

However, these economics highlight an important reality.

The greatest cost is often not the build itself. It is the time spent creating the capability while
competitors, partners and wider ecosystems continue moving forward.



STRATEGY

It Doesn't Have To
Be All or Nothing

One of the assumptions that often emerges during build-versus-buy discussions is that Unified
Intelligence must be created entirely in-house or acquired entirely from a specialist provider. In
practice, the reality is rarely that binary.

Unified Intelligence is not a single application. It is a capability composed of data, models, operational
knowledge, reasoning, and workflows. Different organisations may choose to own, build or procure
different parts of that capability depending on their objectives, resources and existing investments.

Some of the foundational components may already exist within the organisation. Data platforms,
operational systems, cloud infrastructure and domain expertise often remain internal and continue to
play a critical role. Likewise, organisations may choose to develop their own micromodels for specific
tasks of areas of the operation, develop their own operational workflows, or develop and implement
specialist use cases.

The emergence of open standards, API-led architectures and federated intelligence networks
increasingly enables this approach. Rather than replacing existing investments, Unified Intelligence
can be built as a connected layer that integrates data, models and capabilities from multiple sources.
This allows organisations to focus internal effort where it creates the greatest strategic value while
leveraging proven capabilities where they already exist.

The question is not whether Unified Intelligence should be built, bought or partnered. The question
is how quickly an organisation can begin benefiting from it.
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