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“Most AI investments are quietly failing - 
culturally,  not technically.”

The Question Behind the Question

Will AI replace estimators?
  
  No

“AI will not replace estimators. But 
estimators who use AI to create 

better decisions will replace those 
who only use it to work faster.”
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“Most AI investments are quietly failing - 
culturally,  not technically.”

My AI Journey: What I Thought, What I Learned

2017 — I thought technology was ready to fulfill my vision.

2019 — I thought the industry would share my vision of AI in precon.

2020 — I thought better data would solve the problem.

2022 — I thought AI was a technology conversation.

2023 — I thought AI adoption would move faster once the tools became real.

2025 — I thought the question was how AI would change estimating workflows.

2026 — The real question is no longer whether AI belongs in preconstruction.
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“Most AI investments are quietly failing - 
culturally,  not technically.”

This is not the first time 
estimating has changed.
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“Most AI investments are quietly failing - 
culturally,  not technically.”

Not the First Time Estimators Had to Reinvent Themselves

Scale ruler
“This will never replace experience.”

Calculator
“This will make people lazy.”

BIM model
“This will finally connect design and cost.”

Spreadsheet
 “This will change everything.”

AI assistant
“This time feels different.”
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“Most AI investments are quietly failing - 
culturally,  not technically.”

The Evolution of Estimating: What Each Era Taught Us
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“Most AI investments are quietly failing - 
culturally,  not technically.”

THE PRESSURE IS REAL

Leadership • Trust • Sequencing
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“Most AI investments are quietly failing - 
culturally,  not technically.”

We Don’t Have a Data Problem. We Have a Decision Problem.
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So where should estimators 
actually spend their time?



10

“Most AI investments are quietly failing - 
culturally,  not technically.”

Where Should Estimators Spend Their Time?

Low-value work
Search
Organize
Copy

High-value work
Strategize
Evaluate risk
Advise

Uncomfortable truth: The danger is not that AI will replace 
your best estimators. The danger is that your best estimators 
will spend too much time doing work AI should have removed.
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The Future Division of Labour

AI
Search
Extract
Compare
Summarize
Structure

Humans
Validate
Challenge
Interpret
Decide
Own

AI should handle the work before judgment.
Humans must own the judgment after the output.
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“Most AI investments are quietly failing - 
culturally,  not technically.”

Real AI Value Today
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“Most AI investments are quietly failing - 
culturally,  not technically.”

The Real Benefit

If AI gave your team 30% of its time back tomorrow, would you 
know exactly what to do with it?

Write this down:

“AI should not make estimators less involved. It should make 
them involved earlier, where the decisions are still shapeable.”
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“Most AI investments are quietly failing - 
culturally,  not technically.”AI can produce output.

Humans must create confidence.
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“Most AI investments are quietly failing - 
culturally,  not technically.”

The Estimator's New Role
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“Most AI investments are quietly failing - 
culturally,  not technically.”

The Biggest Risk

The biggest risk is not artificial intelligence.

It is artificial confidence.
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“Most AI investments are quietly failing - 
culturally,  not technically.”
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“Most AI investments are quietly failing - 
culturally,  not technically.”
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“Most AI investments are quietly failing - 
culturally,  not technically.”

Leadership • Trust • Sequencing

So what happens next?

The future is not one tool.
 It is a new operating model for preconstruction.
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“Most AI investments are quietly failing - 
culturally,  not technically.”
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Our Journey from Data to Prediction

Historical Data
↓

Almanac
↓

Connected Data
↓

Destini
↓

Predictive Preconstruction

The future is not AI
The future is better decisions powered by trusted data.
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The Future Operating Model for Preconstruction

Layer 1: Trusted Data
Cost History
Production Data
Market Intelligence
Project Outcomes

Layer 2: Intelligence
AI
Analytics
Benchmarking
Prediction

Layer 3: Better Decisions
Pursuit Strategy
Risk Management
Scope Management
Client Advice

Data becomes the asset.
AI becomes the interface.
Better decisions become the 
advantage.
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“Most AI investments are quietly failing - 
culturally,  not technically.”

The Estimator of 2035

Less calculator, more strategist

Less document chaser, more risk interpreter

Less report builder, more decision partner

Less order taker, more advisor

“The estimator of the future will not be measured only by 
how accurate the estimate is. They will be measured by 
how early they can influence the right decision.”
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What Leaders Must Do Now

INVEST

Most organizations will 
overinvest in tools and 
underinvest in behaviour 
change.

If your AI strategy does not 
include training, governance, 
role clarity, and behaviour 
change, then it is not a strategy. 
It is a software rollout.

People remain #1.

Data

People

Technology
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“Most AI investments are quietly failing - 
culturally,  not technically.”

The Skills We Need

Future skills:
✓ Critical Thinking
✓ Commercial Acumen
✓ Risk Management
✓ Communication
✓ Data Literacy
✓ Relationship Building
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“Most AI investments are quietly failing - 
culturally,  not technically.”
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The 3 Questions Every Preconstruction Leader Should Ask

What should AI do?
Remove friction
Summarize information 
Detect patterns
Produce drafts.

What must humans own?
Judgment
Risk
Accountability
Trust
Client advice.

What must leaders build?
Data discipline
Governance
Skills
Behaviours
Confidence.
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AI will not replace estimators.

But estimators who use AI to create better decisions will 
replace those who only use it to work faster.

We are not witnessing the end of estimating.

The future will not belong to those who use AI the fastest. 
It will belong to those who use it with the strongest 
judgment.

We are witnessing its next chapter…



THANK YOU
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