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E X P E R I M E N T  T H R E E

Codify the reporting flow
Use AI to design your reporting process, then lock the numbers onto Power BI and Power
Automate rails. AI drafts the words; the rails own the figures; stakeholders get comparable
data every month.

Why this experiment: hand AI your data and ask for the monthly report and it will oblige, differently
every month, and it will silently change again when the model updates. Comparability is the entire point
of reporting. Codified rails also bought their keep in June 2026, when a US export-control order took a
frontier model offline worldwide for 19 days. Logic in flows survives outages and vendor switches; logic in
prompts does not.

WHAT YOU'RE BUILDING

DESIGN WITH AI → CODIFY LOGIC → MONTHLY RAILS → AI DRAFTS WORDS → HUMAN SIGN-OFF → CHANGE LOG

WHAT YOU'LL NEED

THE BUILD

Power BI (Pro is enough to start) with refresh access to your sources

Power Automate for the scheduled assembly flow

Your data sources: PPM tool, Planner or Project, DevOps, finance extracts

Microsoft 365 Copilot for design sessions and narrative drafting

A version-controlled home for the process definition (a SharePoint page works)

Design the process with AI, on purpose
Two or three working sessions with Copilot: what should this report pull, from which systems?
Aggregated how? What thresholds make a project red? What counts as an exception, and who
needs to see it? Treat the AI as a sparring partner and write every decision down. The output of this
step is a process definition document, not a report.

1

Codify the numbers
Data pulls and aggregation go into Power BI: dataflows and a semantic model on scheduled refresh.
Thresholds become explicit measures rather than judgement calls. A useful test: if a rule cannot be
written as a measure, it is not yet a rule; go back to step 1 and finish the argument.
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Lay the rails
A scheduled Power Automate flow assembles the pack on the same working day each month: trigger
the refresh, export the standing tables and visuals, file the pack in SharePoint, notify the PMO. Same
query, same order, every month.

3

Let AI write the words, never the numbers
Give Copilot the codified outputs plus the process definition and have it draft the commentary and
exception narratives. It must not recompute, re-aggregate or "correct" a figure. Every number in the
narrative should be traceable to the rails.
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WATCH OUT FOR

HOW YOU'LL KNOW IT'S WORKING

Consecutive months on unchanged rails. Hours to produce the pack, month on month. Stakeholder queries
about inconsistent figures, trending to zero. When those hold, add the next measure to the rails.

Evidence base: Work AI Index 2026 (Glean Work AI Institute). KPMG Global AI Pulse Q2 2026: organisations with full AI cost
visibility report established ROI at five times the rate of those without. Fable 5 export-control outage: CNBC, 30 June 2026.

Microsoft renames features often and availability depends on your licensing. This guidance is at feature level, correct as at July
2026; check specifics with your tenant administrator.

Human sign-off
A named reviewer compares narrative against numbers before anything circulates. Minutes of work,
and it keeps accountability where PMI's AI standard puts it: with a person, not a process.

5

Keep a change log
Any change to a threshold, measure or source gets a dated entry with the reason, in the process
definition. When a stakeholder asks why June looks different from May, the answer is in the log, and
it is about the portfolio rather than the robot's mood.
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The process drifting back into prompts because it was easier this month. The drift you built the rails to
stop returns immediately.

Copilot recomputing figures inside the narrative. Check every number in the text against the rails at
sign-off.

Threshold changes made in the model with no log entry.

Over-engineering month one. Two or three codified measures, run reliably, beat a cathedral that never
ships.
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