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Inside this playbook.

Almost every housebuilder is now considering Al. a housebuilding operation. This playbook is written
Boards want to invest, IT directors want to show for the housebuilder who wants to make sensible Al
progress, and the number of internal Al investment decisions in the next 12 months, without
conversations has multiplied faster than the shared either paralysing the business through caution or
understanding of what Al can and cannot do inside burning the budget on pilots that never scale.
01 The Al productivity gap 03 02 Where the value actually sits 04
03 The five failure modes to avoid 05 04 What the sector is actually doing 06
05 The planning revolution: Extract 07 06 Agentic Al and what mainstream 08
means
07 A 12-month adoption framework 09 08 Sources and closing note 10

Who this is for

Housebuilder CEOs, CTOs, IT and finance directors and boards deciding on Al investment, principal
contractor leadership, housing association executives, and investors assessing housebuilder Al strategy.

ubrix.co.uk 02



& Ubrix THE Al ADOPTION PLAYBOOK

Executive summary:
the Al productivity gap.

Adoption of Al tools jumped from 20 % of proptech Colliers calls this the Al productivity gap. For

firms in 2024 to 58 % in 2025. In the same period, only housebuilders, Barclays found the average business

8 % have fully automated any process. Almost the entire intends to invest £441,281in Al, split across design and
growth in adoption sits between "we are trying Al" and planning, business automation and BIM. The money is

"Al is running the process". being committed; the value is uncertain. What decides

the outcome is not the technology, it is the operating
model around it.

THE PRODUCTIVITY GAP, PROPTECH SECTOR 2025
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£441,281 58% 8%

average intended Al investment of proptech firms had adopted Al of firms have fully automated any
per housebuilding business in 2025, up from 20% in 2024 process using Al

Not whether, but whether it reaches production
The question in 2026 is not whether to adopt Al. It is whether the Al you adopt actually reaches production,
and that is determined by the operating model you build around it.
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Where the value actually sits
in a housebuilding business.

Al is not equally useful everywhere. The productivity return varies sharply across five functions.

Design and planning Generative design, Al-assisted BIM and energy modelling are the most mature

application: 37% of intended spend, the largest category, with a well understood
commercial case.

Planning submissions New tools for application preparation and cross-referencing local plan requirements.
Value shows up in wait times and first-time success rates on complex applications.

Aftercare and service Highest transaction volume after sales. Triage, categorisation and routing are mature
use cases; automation also improves how reliably statutory clocks are met.

Marketing content The fastest quick win and the easiest to overestimate. Return is labour cost saving,
not revenue growth; buyers increasingly spot and distrust Al-generated copy.

Data analysis Strategic, not tactical. Genuinely new insight on pipeline, pricing and defects, but
only for businesses with clean, structured operating data already in place.

RELATIVE PRODUCTIVITY VALUE BY FUNCTION

Design and planning D Very high
Aftercare triage o
Planning submissions _ High
Data analysis — Conditional
Marketing content _ Bounded

Uneven, and data-dependent

Design, planning and aftercare triage produce the highest measurable value. Data analysis is highest-value of all
for businesses with clean operating data, and worthless for those without it.
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The five failure modes to avoid.

The Al productivity gap is caused by predictable operating failures. Five of them account for most of the value loss.

The pilot trap Pilots demonstrate promising results in a controlled setting, produce a
report, and then stop. No decision framework exists for when a pilot
proceeds to production, when it stops, or who owns that call.

The data foundation Al applied to data spread across spreadsheets, shared drives, email and
problem legacy systems produces fragmented output. The order matters: stabilise
operating data first, then apply Al to it.

Tool proliferation A dozen unintegrated Al tools across departments raise total spend while
integration cost rises faster and the return per tool falls. Fix: one Al strategy,
tools selected against it.

The people problem Change fatigue is real after a decade of software introductions. Tools that
arrive without training, change management and visible senior sponsorship
fail on the human side, not the technology side.

Compliance and IP What can be uploaded to a public model, who owns the output, what
obligations attach to resident data used in aftercare automation. Skipping
this work delays the questions; it does not remove them.

£100k+ 1 5

typical spend on pilots that never named decision-maker needed operating failure modes, all
reach production over 18 months for every pilot-to-production call fixable before you spend on tools

Operating failures, not technology failures

The technology mostly works. The operating discipline around it, the decision framework, the data
foundation, the change management, is what determines whether it reaches production.
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What the sector is actually doing.

Barclays' 2026 Business Prosperity Index gives the most reliable picture of what UK housebuilders are investing in.

INTENDED Al SPEND BY CATEGORY £441,281 average total intended spend
The trades supply chain The state of the market
Intended spend ranges from £328,000 in painting and Automated valuation error rates have fallen to 2.8%,
decorating to over £500,000 in electronics. The from 10 to 15% five years ago. Over 90% of leading
plumbing chain intends around £380,000; carpentry real estate firms treat Al as a strategic priority, and
around £347,000. The supply chain that outpaces its over 60% have active pilots in place.

housebuilder's own operating model is a real risk.

2.8% 90%+ 60%+

median automated valuation of leading real estate firms treat have active Al pilot programmes
error rate, down from 10 to 15% Al as a strategic priority in place today
five years ago

What the leaders do differently

Centralise data before automating on top of it. Set a named owner for the pilot-to-production call. Choose
tools that fit the existing operating system. Treat Al as an operating investment, not just a spend line.
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The planning revolution: Extract,
DeepMind and what changes.

The most significant Al development for housebuilders in mid-2026 sits on the planning authority side, not the
housebuilder side.

What Extract is An Al planning tool from Google DeepMind and the UK government, rolling out to
every local planning authority in England. It reads and cross-references
applications, flags non-compliance and prepares summary assessments for
officers.

What government claims A 50 % cut in decision times on straightforward planning applications, freeing
planning officers to focus their judgement on the applications that most require it.

What it means for you Well-prepared applications move faster; the incentive shifts toward submissions
structured for Al review. Complex, contentious applications on difficult sites still
need human negotiation and time.

What to prepare for A practical adjustment, not a technology project: understand how Extract reads
submissions, and adapt structure, referencing and clarity accordingly, with your
planning consultants.

50% Spring 2026 Every LPA

targeted cut in decision times on targeted start of the Extract local planning authority in
straightforward applications rollout, extending into mid-2026 England gets access to Extract

A low-cost, high-return adjustment

The value is not adopting Extract. It is understanding how Extract will read your submissions, and preparing
accordingly. Housebuilders that submit as they always have will find faster review benefits their better-
prepared competitors.
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Agentic Al, and what mainstream
in 2026 to 2027 really means.

Sector analysts project agentic Al, autonomous systems executing multi-step workflows with minimal human prompting, will
reach mainstream deployment during 2026 to 2027. Some estimate it could automate up to 70 % of tasks currently done by
junior staff by 2027.

What it actually does Carries a workflow end to end: classify a snag, check the plot record for
warranty and specification, route to the right contractor with context,
acknowledge the resident, schedule, follow up, close the case and file the
evidence.

Headcount, correctly read Not a redundancy prediction. It means the mix of junior tasks shifts toward
exception handling and judgement, away from the routine coordination work
agents can handle. Model this shift explicitly over the next 24 months.

What can go wrong An early error propagates silently through the chain: the wrong contractor is
dispatched, the wrong statutory clock applied, the wrong resident message sent.
Govern at the workflow level, with human review at the most consequential steps.

Where to start Aftercare: a well-defined, high-volume workflow with statutory clocks as a clear
success metric and manageable consequences of individual-step failure. Sales,
design and planning use cases follow later.

70% 2026-2027 Aftercare

of junior-staff tasks potentially projected window for agentic Al the recommended workflow for a
automatable by 2027 reaching the mainstream first agentic deployment

Real, close, and consequential

Pilot agentic Al in bounded, high-volume workflows now, and you will have working operating experience by
the time it reaches mainstream. Wait for maturity, and you will absorb it under time pressure with no discipline
to catch its failures.
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A 12-month adoption framework.

Five sequential steps, each with a specific output. Deliberately conservative on pace: two production deployments in
two years beats ten pilots that never leave the lab.

MONTHS 1-2 Stabilise the data foundation. Audit where operating data lives, fix the top sources
of fragmentation, consolidate plot records and aftercare first. Output: a single
source of truth for two operational areas, with defined ownership.

MONTHS 2-4 Choose one high-value pilot. Aftercare triage or design iteration, with success and
failure criteria set before it starts. Output: a scoped pilot with a named go/no-go
decision-maker.

MONTHS 3-5 Prepare for the planning system change. Adapt submission structure and
referencing for Extract, independently of the internal pilot. Output: an updated
planning submission playbook, with staff briefed on it.

MONTHS 5-9 Move the successful pilot to production. If it met its criteria, deploy with named
ownership and monitoring; if not, stop and record what was learned. Output: one
production use case, or a documented decision not to proceed.

MONTHS 9-12 Plan the second pilot. Use the operational learning from the first to scope the next
area. Output: a scoped second pilot and a refreshed 12-month plan.

1 2 of 2 0

production deployment targeted deployments in production beats inconclusive pilots left running
every 12 months ten pilots that never leave the lab past their decision point

Move deliberately, repeat

Stabilise data first. Pilot with clear success criteria. Cross the pilot-to-production line intentionally, then
repeat. Housebuilders that reach one production deployment every 12 months will be materially ahead of the
sector by 2028.
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Sources and closing hote.

PRIMARY SOURCES SECTOR ANALYSIS

Barclays Business Prosperity Index Housebuilding report, January RICS journal on MMC and BIM. TPXimpact analysis on MMC
2026. Buildium 2026 Property Management report. Blott Al in Real adoption barriers. Inoxoft PropTech Al in 2026 report on ROl and
Estate 2026 report. Colliers commentary on the Al productivity gap. use cases.

Google DeepMind and MHCLG on Extract, June 2026.

Ubrix is the plot lifecycle platform for UK new-build housing, used by housebuilders, principal contractors and
housing providers to run per-plot compliance and delivery from reservation to end of defects. We publish this
playbook because our customers ask us about Al at every conversation, and the sector-wide advice available
today tends to be either aggressively generic or aggressively specific. If that is relevant, we are at ubrix.co.uk.
If not, take what is useful and leave the rest.

Talk to Ubrix C Visit ubrix.co.uk

All facts, figures and dates verified July 2026 against publicly available sources. This document is analytical and practical, not a product endorsement of any
specific Al tool.

Last updated July 2026. General strategic guidance, not legal or financial advice.
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