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Introduction

Defining our terms

Leveraging technology for decision support has varied over time

Traditional Artificial Intelligence Generative Artificial Intelligence
Optimization and Modelling Synthesis and Production
Extrapolate based on data Interpolate based on data
Based on historic events, determines the contribution of In response to a prompt, will generate text, audio, video, or
different factors to allow for future scenario analysis or images that match the structure of the input data having
decision making. similar characteristics. Very sophisticated text autocomplete.
e.g. “What price for this product gives the highest profit" e.g. “Generate 50 Twitter posts for a barber shop”

Read a text passage in the voice of a celebrity.
Review contracts and summarize differences.

Edit a manuscript according to a particular style guide.
Create a video advertisement with certain criteria.
Generate several social media posts.

Rewrite an article to improve SEO.

Determine drivers of customer behavior.
Dynamic price adjustments to optimize spend.
Inventory optimization to reduce carrying costs.
Fine tune marketing campaigns to improve
conversion.

Filter emails based on likelihood of spam.

+ Identify fraudulent activity.

a )
What is Artificial Intelligence?

Systems and applications that perform tasks that
mimic or augment human intelligence

- /
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Introduction

Defining our terms

Leveraging technology for decision support has varied over time

Decision Support Systems
Operations Management
Business Intelligence
Just “Intelligence”
“Big Data"” or “Data Mining”
Analytics
Predictive Analytics
Advanced Analytics
Data Science
Machine Learning
Al (as a catchall for above)
Al (meaning ML/DS)

Al meaning Generative Al
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We help people make decisions
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Introduction

Failure to Launch

Organizations, regardless of maturity, have been overwhelmingly unsuccessful at realizing value from Al investments

Se

Half of organizations believe data science will fundamentally change
their organization in the next 1-3 years (Deloitte, 2020)

“85% of analytics projects end in failure” - Gartner, 2017
“8 out of 10 organizations engaged with Al say their projects have stalled” - TechRepublic, 2019
“Only 27% of executives we surveyed described their Big Data initiatives as successful” - Capgemini, 2014

“most organizations report failures in their Al projects, with a quarter of
them reporting up to a 50% failure rate” - Fast Company, 2020
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Introduction

These challenges stem mainly from three foundational gaps

The practice has evolved into a core component and an enabler for all areas of the business

Ethical and regulatory framework

Organizational

Proposition Design and Closing Portfollo Project Team Relationship
Target Project ) ,
and Case for : the Gap Execution Conventions | Management
Operating Management
Change Model

|
|
|
|
|
|
|
|
|
: Value
|
|
|
|
|
|
|
|
|

True Value Creation
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Introduction

The staggering rise of generative Al
ChatGPT Launches

The fastest adoption of a new technology in history

Note
Note

MW

Jan 1, 2004 Nov 1, 2009 Sep 1,2015 Jul 1, 2021
Google Trends - Interest in AI
Traditional Media VentureBeat ZDNet  FORTUNE @8 Medium .
Time to Reach 100M Users
Months to get to 100 million global Monthly Active Users
ChatGPT TikTok
ChatGPT launches Video:Crozc
7 &
L 2
Google Translate Uber Telegram Spotify Pinterest Instagram TikTok ChatGPT
° Source: UBS / Yahoo Finance 3 @EconomyApp @ APP ECONOMY INSIGHTS
Week of 2022/9/17 i . . Week of 2023/3/12
© Britopian @economyapp
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Introduction

Executives are pushing for adoption

Investors are demanding companies participate

8e

“1072 mentions of Al [in one earnings season]” - Bloomberq (5/5/23)

Generative Al could add the equivalent of $2.6-4.4TUSD across 63 use cases - McKinsey (6/14/23)

In TH 2023 earnings calls, mentioning AI boosted share price +4.6%
against +2.4% for those that did not - Wallstreet Zen

_____ company | Product | AlMentions | _3daypricechange

Nvidia
Sherwin Williams
Masco
Carrier Global
Lam Weston

Hershey’s

Geeks with Empathy: Unleashing the Potential of Al

Tech - hardware 150
Paint & home improvement 66
Building products 56

Air conditioning 47
French fries 104
Chocolate 88

Select results from Wallstreet Zen analysis

26.3%
19.9%
27.0%
38.1%
-6.4%

-11.2%
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Introduction

Failure to Launch

Organizations, regardless of maturity, have been overwhelmingly unsuccessful at realizing value from Al investments

While ChatGPT saw a staggering 577% e AT ) ..
increase in website traffic from November ~ Change in ChatGPT website visitors

2022 to April 2023, the websitesaw adrop  since launch
in monthlyvisits in the next three -

. illion 166 billion
consecutive months. 2ol visitors
« ChatGPT's traffic fell from 1.8 billion
. . A 1.5 billi . e o . B
visits to 1.4 billion by the end of August o Ibilion
2023 visitors
. . . e o billion million
« Similarly, the amount of time visitors ' b
spend on the website seems to have 266 milin
. . 500 million . e e N N e T )
declined since March 2023 — from an 152700
average of 8.7 minutes to 7 minutesin
© |
Aug USt' Nov 22 Dec 22 Jan 23 Feb 23 May 23 June 23
https://www.notta.ai/en/blog/chatgpt-statistics Tooltester.com
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Introduction

Failure to Launch

Organizations, regardless of maturity, have been overwhelmingly unsuccessful at realizing value from Al investments

One Month Retention

Incumbents

73%

69%

67%

63%

61%

50%

48%

63% Median

Al-First Companies

56%

45%

39%

35%

| 429% Median
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1%

14%

14%

12%

| 14% Median

Data from mobile apps o

Sequoia Capital

85%
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Introduction

Delivering Impactful Al Projects

Orienting ourselves around our customers and stakeholders

I

Immense Potential

+ Undeniable benefit with generative Al

+ Improve coding, automate marketing,
content generation, etc.

+ Synthesize massive amounts of
information

+ Manage employee experience

Realize the maximum benefit
of the technology
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Unrealistic Expectations

Executives do not understand the
l[imitations

Public perception is split between
anxiety and exuberance

Investors demand immediate lift

Manage public perception

Manage executive and
public expectations

!I};I

Technology-oriented
Practitioners

Passion leads us to the most
advanced use cases

Aspirations to fine tune or build or
our own LLMs

Enjoy the technology, not the output
Manage risk

Orient ourselves to meet stakeholder
and customer needs
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Separate what is cool from
what is valuable

Orienting Generative Al towards organizational goals



Separate what is cool from what is valuable

Welcome to the peak of inflated expectation

We need to separate the hype from the near-term possibilities

Some recent use cases:

« Suggestthe next best vehicle

« Recommend a neighbourhood
in a new city

 Recommend a career path

 Life coach

« Parenting advice

* Provide legal and tax advice

Expectations

Dangerous, hyper-personalized,
and immediately discredited.

Thin application builton an

existing model. Recall LED app
with iPhone launch.
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CI

WebAssembly (Wasm)—

Federated Machine Learnin

Industry Cloud Platforms

Internal Dev

Cloud Sustainability

Homomorphics Encryption

Value Stream Managemen!
Reinforcemen t Learning

Cloud Development Environments

eloper Portal

t Platforms

Graph Data Science

Neuro-

rsecuri

API Centric SaaS — enerative Al
e Program Offic -
ud-Out to Edge —\\ Cloud-Nativ
Al TRISM v
/
U ente:

Hype Cycle for Emerging Technologies, 2023

Peak of
Innovation Inflated Trough of Slope of Plateau of
Trigger Expectations Disillusionment Enlightenment Productivity
.
Time
Plateau will be reached:
() less than 2 years @ 2to5 years @ 5to10years A more than 10 years ) obsolete before plateau As of August 2023

Gartner
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Separate what is cool from what is valuable

Choose defensible projects that add value

Generative Al needs to be attached to a business metric

Executives know th ey wa Nt Primary Business.Metrics Developed to Estimate Return on Al Investment
by Level of Maturity

AI, but do not know how or Percentage of Respondents
where. Practitioners need to S
choose realistic P roj ects that Business metrics linked to customer success are o
contributeto the bottom line. s o
° Deve|0p IOW'Va | ue Copy Business metrics linked to cost efficiency

material
° AU g mentation tOOI for- Business metrics linked to business growth

d evelop ers . Financial metrics based on my business
e Ad hoc Synth esis of la rg e function’s financial requirements

reports _ Financial metrics for estimated value (like net
° Text ana IyS|S an d present value measurement)

summary 0% 25% 50%

n = varies; asked only respondents using essentially business metrics and/or combination of technical
and business metrics (Q14 = 2 or 3); excluding “not sure.”

Q: What kind of business metrics has your organization primarily developed to estimate the return on your Al investment?
Y S b v v
Source: 2022 Gartner Al Use-Case ROI SUI\.’G‘,’

Gartner
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Separate what is cool from what is valuable

The ‘cool factor’ fades quickly

Build applications and processes that become part of operations

vavesdied__L_uman oueh___ sk _Lpeersie

Next best vehicle Minimal Required None
rel\clziir?]rr]:gr:zgtoign Minimal Required None No
Life coach High Required Medium No
Parenting advice Medium Required High No
Legal and tax advice High Required High No
Prescription interactions Low No High No

Most practitionersare focusing on unique
transformational applications without deeply
interrogating the business value. Focus on time to
value and seek projects with a clear, measurable, and
transparent value proposition.
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Separate what is cool from what is valuable

Summary
Putting it all together

The commercial application of generative Al requires use casesthat
are aligned to business metrics. While some use cases may be
compellingon the surface, if they do not contribute to improved
revenue, reduced cost, or help manage risk, they will not stand up to
scrutiny by stakeholders.

Practitioners need to always be focused on value.

Be a taker, o :

Prioritize value Augmentoperat/ons
not a maker

« Usewhat’s available. « Look at the cost + Before moving to new
Don'tfine tune benefit of each project opportunities, seek to

models unless it is and connect with end augment existing

worthwhile. users. processes for a low-
risk debut.
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Evolving regulatory environment

Dealing with uncertainty



Evolving Regulatory Environment

Cultural forces stimulate demand

New technologies enable, but imagination spurs and sustains

Late 70's early 80’s

* Neural networks
 Blade Runner

« Star Wars

« Alien

 Reagan’s SDI

Late 90’s

« ML & hardware
« Tamagotchi

« AIwinsin chess

« Furby

« Roomba

« DARPA challenge
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1980’s
I New hopes
Inflated Hype

1956

Dartmouth

Conference

1987.19903
1Y/74-1Y80

Al Winter | Al Winter ||

1950 1960 1970 1980 1990

f c 1 * "
Explosive growt

. . ad
278 QTri re " )
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2007

Data 2020
explosion Concerns
led to about Al
improved implications:
features regulatory
learning trends

2000 2010 2020

wiedge representatior Bottom-up kowledge rej

Cor

Francesconi,E. Thewinter,thesummerand the summerdreamof
artificialintelligenceinlaw. ArtifIntell Law 30,147-161(2022).
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Evolving Regulatory Environment

The roulette ball has not landed

Regulations surrounding Al have yet to be developed

Canada
« Bill C-27 & AIDA
« Incoming "Al Minister” will monitor company
compliance and order audits
« Criminal prohibitionsincoming for reckless use of Al
« Leaves dooropento provincial supplementation
- Guide on the use of Generative Al (internal usage)
- Will erode capabilities of public servants
« May not be used to make decisions - only ideation
« Source of greenhouse gas emissions, full of bias, IP
theft, etc.

United States
« Blueprint for an Al Bill of Rights
« Algorithmic decision making needs to be explainable
« Users must be able to opt out, interact with a human
« Dozens of state-specific laws proposed and enacted
« International voluntary compliance with an “Al code of
conduct”
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European Union

Transparency obligations - data used
to train and content

No biometric surveillance that
classifies by political or religious belief
Penalty is up to 7% of global revenue
Effective 2025 at the earliest
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Evolving Regulatory Environment

“Can we” or “should we”?

Questions to consider when building generative Al capabllities

Accountability - Who decides whether something is an appropriate use?

« How sensitive is this to legislation?
« How sensitive is this to cultural shifts?
 Is this consistent across our geographies?

Risk - What is the plan if something goes wrong?
« Legislative changes
« PRissues with vendor
« Opt-outrequests, decision explanations
« “Right to be forgotten” evidence requests

Ethics - Are we treating the original content creators fairly?
« Are we profiting unfairly on the work of others?
« Are we presenting copywritten work as our own?

Public Relations - Will this erode trust in our organization?
- Are we vicariously exposed (propaganda, bias, etc.)?
» Are errors treated differently from an LLM than an employee?
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Evolving Regulatory Environment

Governing internal usage

If practitioners do not take ownership over regulation, other business functions will

Most organizations already have people
leveraging generative Al. Users will not obey
bans, and a lack of policy is tacit approval.

Create a simple usage policy to guide internal

users and direct their attention towards the risks.

Suggested Policies

Do not enter any customer PII

Do not enter any company IP

Do not enter any sensitive information
Turn off history if possible

Monitor outputs for bias and
hallucinations

Src: Andrew Ng - Opportunities in AI 2023 (YouTube)
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Evolving Regulatory Environment

Summary
Putting it all together

With the vast potential of Al it is easy to lose focus. With such a fluid
environment, regulations and public perceptions can change quickly.

Taking a human-centric approach to Al deployment can help mitigate
the risks and reduce the likelihood of significant reputational damage.

Generative Al is only effective when it helps people.

Consider the risks Create an AUP Collaborate

+ Look beyond what is « Employees are already - Donotgoitalone.
possible and carefully using generative Al. Involve your
examine the Create an acceptable stakeholders closelyin
reputational, use policy before project planning and
legislative, and another business unit ideation to ensure it
vicarious risks does serves people
involved in Al

A A v,
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Build bench strength

Reorient technology teams towards value creation



Build bench strength

Expect more than technical proficiency

Professional myopia can make it difficult to tell if we are on the right path

Foundational Capabilities

Strategy Capabilities

Analytics & Analysis Capabilities

1

1
1
L1 Ideation & Program Organizational Information : Business | : M Operationali-
Innovation Management Design Governance Technology Management Operations Analysis : Execution : 0N,
1
1
. . 1
. . 1 istributi
Strategy & Portfolio 8 ngilrr?itzlgtgi; Governance Enterprise Data Business Assepgsois gtn £& |1 Data : DII i’;gg;{?onn&
Roadmap Management Model Model Architecture Architecture Advisory Prioritization : Exploration : Mgt
1
Policies . ! |
Research & Project Talent : Data Vendor Project I Data :
Development Management Management Séaur-;gs;;if‘ Infrastructure Marketplace Management Preparation | Preparation : Automnation
1
1
Outsourcing & Model & Report Platform . ! 1 . .
L2 Partnership mg;gogﬂce)%{ Maﬁzazgneent Governance Optimization & II:\)/Ia;r?aLlfeencw)facrIE Support Project Delivery : M o[zi?eﬁﬁn 1 MMC
Strategy 8 g & Control Enablement g | g : zation,
1
: 1
Eminence Stakeholder Culture & ﬁg:ﬁg:_?:c; Business Data Recurring Productionali- ! Data I
Building Management Community E & Curation Reporting zation I Visualization
nforcement | |
1
1
. Data Quality _— I' Analytical & Al |
Ethics Management Facilitation : Modelling 1
e 1
Metadata / .
Master data P””‘a.ry_ Data
Management Acquisition
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Build bench strength

Have a trusted partner

Professional myopia can make it difficult to tell if we are on the right path

Often, we can have trouble looking e

g - A.l. TURNS THIS SINGLE A.l. MAKES A SINGLE
objectively at our project Personal BULLET POINT INTO A BOLLET POINT OUT OF
Interest can cloud our perceptions LONG EMAIL | CAN THIS LONG EMAIL | CAN
and we become a hammer looking PRETEND I WROTE. PRETEND | READ.
for a nail.

Include stakeholders in project
ideation to ensure that value is
created for the end user. Before
approaching stakeholders, consult
your trusted peers for a sanity check.

® marketoonist.com

Example - Year end reviews
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Build bench strength

Get your house in order

Generative Al ambitions depend on healthy and well-governed data

Takers use APIs
Shapers fine tune existing models
Makers build foundational models

Shapers and makers need a healthy
data environment to be able to
execute sophisticated generative Al
projects.

Unfortunately, 72% of leading
organizations say that data
management is already their main
challenge in scaling Al use cases.

(McKinsey Data & AI Summit, 2022)

e Geeks with Empathy: Unleashing the Potential of AI

Data

« Unstructured metadata
 Significant preprocessing
 PII masking/cleansing

Capabilities
 Promptengineering
« LLMintegration

« Legal compliance

Organizational
- D&A operating model
« Change management
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Build bench strength

Summary

Putting it all together

Without a high functioning Al practice that leverages portfolio project
management best practices, attempts to undertake generative Al projects
will expose structuralweaknesses.

Practitioners need to have a productive partnership with
stakeholders, established project delivery models, and healthy data,
to realizethe most benefit from this new technology.

: . Get your house
Build a coalition Y Breadth over depth
in order
« Collaboratively plan « Understand all « Develop people-first
and execute Al dependencies before technology teams that
projects to balance committing to prioritize value over
operationalization transformational technical
with technical projects. sophistication.
feasibility.
A A v,
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Summary

Putting it all together



Unleashing the Potential of Al

Summary
Putting it all together

Focus on Value

« We are at a point of
irrational exuberance

« We need to manage the
expectations of our
stakeholders

» Choose projects that
have a clear value
proposition

29 o Geeks with Empathy: Unleashing the Potential of Al

Manage Risk

« Understand and
communicate the risks

« Be conservative - the
regulatory environment
remains fluid

» Develop an Acceptable
Use Policy

Build a foundation

« Develop an empathetic
technology function

« Getyour data
(ware)house in order
before attempting
transformative projects

« Do not go it alone -
build a partnership
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in rjeremyadamson

Thank You!

JEREMY ADAMSON
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