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Your Presenter: Matthew Versaggi

* Has been in the Al Space since the Mid 80’s

« Senior Leader in the Al Space @ Fortune-5 Healthcare Level.
« Seen hundreds of use-cases while running our COE.

« Distinguished Engineer — UHG TLCP program.

« AoT (‘Academy of Technology’) Inaugural Inductee.

* Built the organization's "College of Artificial Intelligence”.

* Introduced Cognitive Al Technology and Quantum Computing.
» Chaired multiple Patent Review Boards (awarded multiple patents).
« Experienced public speaker, strategist, and mentor.

« Adjunct Professor (10yrs) — Won Teaching Award.

« Al Engineer — Military Contractor + CNA Insurance.

» Entrepreneur (16yrs) with 60+ clients.

—_— « Consulting in the Al Business Strategy Space.

 Presidential Innovation Fellow — Al (Special Cohort ‘24)
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Al Strategy for Sr Leaders.

Al as a GPT

VUCAD World: General Purpose Technology
Volatile, Uncertain, Complex, Ambiguous, Digital. .
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VOLATILITY UNCERTAINTY COMPLEXITY AMBIGUITY Digital

REASON: These affect Al Strategy and Tactics significantly.
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The VUCAD World.
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VOLATILITY UNCERTAINTY COMPLEXITY ~ AMBIGUITY Digital

1.
2.
3.
4.
S
6.
7.

Global Technology Arms Race

Accelerating Rates of Change — Time Dominates

Multiple Disruptive Tech Maturing Simultaneously, 3 are GPT'’s.
Accelerating Innovation on Global Scales

Foresighting > Strategic Planning (Inventing the Future)
Business Model Life Cycle Decline

Occupational Perturbances / Workforce Effects



The VUCAD World.

Global Connectedness:
Time > Space Multiple Disruptive Tech’s
¥ Connegtedness 77 +; Maturing Simultaneously Accelerating Innovation Globally Foresighting > Strategic Planning

The History of FRAMEWORK

INNOVATION

12 DISRUPTIVE TECHNOLOGIES

FOURTH WAVE FIFTH

CYC L E s @ petrochemicats  WAVE

THIRD WAVE @ Etectronics
@ Etectricity € aviation A& IoT
FIRST WAVE SECOND WAVE @ chemicats Robots

@ Internat-combustion &drones
engine

@ water power © steam power
Clean tech

@ Textites @ rail .
@ iron @ steet @ oigital network
© software

@ Newmedia
60 YEARS 55 YEARS | ___SOYEARS | _40VEARS | 3OVEARS [PAllilN
s 5 1000 150 1890 2

Speed Dominates!

Line between Online and Three are GPT’s!
Physical Worlds blurs.

Business Model Life Cycle Declining Resulting Workforce Perturbances

Entry Barriers to Scale Evaporating Business Life Cycle . Needcontiuous nowledge repen N o.c;.,em
Exisfingcareers «sﬁ,_l eﬁ, B careers spmahzed f-\
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Workforce 14 Knowledge
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Decline \ / Renew
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Young People Will Be Employed

s
(i New KnOWlede = In Jobs That Don't Yet Exist - WEF

. B Limited Market /scale Up \_~"  Reinvent
v / 3

(&Y _\ Types —(®&]

/Grow Up

Predatory Pricing
Mastery of Technolosy Sl Sl RS AP Learning Curve ] / '-
Economies of Scale " Start Up b
Decease

Dream Up
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Al as a GPT.

GPT’s alter Geo-Political Power,
Wealth, and Social Structures.

Three Key Attributes:

1. Pervasive
2 . Evolve
3. Spillover Effects




Al as a GPT.

Ability to Evolve over time.

A| as a G PT Pervasive Across Sectors. e

Neuromorphic Autonomous

CO"‘DuIIY‘ (z System
Cognitive cyber @ P Machine

Security ( a ( Learning
Robotic Personal \ Deep
Assistant Learning
Autonomous
Su,m,m,m@ ARTIFICIAL
3 INTELLIGENCE
TECHNOLOGY
Next Gen Cloud (s
i Q LANDSCAPE i
Thought
Controlled G-me @Naluul Language
Processing
Real Time @ @
Universal Translation Chatbots

Virtual Companions Real Time
Emotion Analytics

4
Al Tech Evolution
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Neural
Network

O pattern

Marketing

GenAl Economic
Complementaritie
XN Create Spillover \1
#3] p =

Innovation through — & e ,,% ;"!
Complementarities. oo

PR ﬂ %") r01

3 Audi
Spillover Effect oy |, e vt

Generative
Al use cases
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-
(economics) The phenomenon om.. Creative. Coathots  Tradiolon
. . . . ’ iti
in which an economic event in b
one context occurs because of
something else in a seemingly generation
unrelated context.

e Code Bug
generation  compilation fixing




Al as a GPT.

B Technology

GPT Spillover Effects Date
Domestication of plants Neolithic Agricultural Revolution 9000-8000 BC
Domestication of animals | Neolithic Agricultural Revolution, Working animals ‘ 8500-7500 BC
Smelting of ore A Early metal tools . 8000-7000 BC Biom;dncal " A,
Wheel Mechanization, Potter's wheel 4000-3000 BC Engmneering
Writing Trade, Record keeping . 3400-3200 BC
Bronze 7 Tools & Weapons 2800 BC
; Iron ' Tools & Weapons 1200 BC
G P T S a r e Water wheel Inanimate power, Mechanical systems ey
Ages
S e C i a I | Three-Masted Sailing Ship v Discovery of the New World, Maritime trade, Colonialism . 15th Century
p * Printing Knowledge economy, Science education, Financial credit 16th Century

Factory system Industrial Revolution, Interchangeable parts Late 18th Century
Steam Engine Industrial Revolution, Machine tools Late 18th Century

Railways Suburbs, Commuting, Flexible location of factories Mid 19th Century

Iron Steamship Global agricultural trade, International tourism, Dreadnought Battleship Mid 19th Century

Internal Combustion

Engine Automobile, Airplane, Oil industry, Mobile warfare Late 19th Century
I

Centralized power generation, Factory electrification, Telegraphic
Electricity k> 9 i 9rap Late 19th Century
communication

Automobile Suburbs, Commuting, Shopping centres, Long-distance domestic tourism 20th Century

Alrplane v International tourism, International sports leagues, Mobile warfare 20th Century

Mass Production 7 Consumerism, Growth of US economy, Industrial warfare 7 20th Century

| Computer Digital Revolution, Intemet . 20th Century

Lean Production Growth of Japanese economy, Agile software development . 20th Century

Internet Electronic business, Crowdsourcing, Social networking, Information warfare 20th Century

Biotechnology--i— Genetically modified food, Bioengineering, Gene therapy . 20th Century

~ Same Time Window Business Virtualization | Paperless office, Telecommuting, Software agents 21st Century
Nanotechnology-=i——— Nanomaterials, Nanomedicine, Quantum dot solar cell, Targeted cancer therapy | 21st Century

Artificial Intelligence —a—Autonomous car, Inventory robot, Industrial robot 21st Century

Spillover Innovations are massive
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Future Ready Organizations

The RN

Future

S— N
Organization

Toughy\

#4. Total Organizational Resiliency —

- ORGANIZATIONAL -
RESILIENCE FRAMEWORK

Very Good

#3: Adapt

£ K

—— Entire Organization

" A: Threats

B: Time Horizons

Horizon 2

Horizon 1 = Now

C: @ Different Scales

Anticipating !

Proactive

Foresighting

Horizon 3
= Future

= Near Term




Al

Global Connectedness:
Time > Space > Things
#.% Connectedness 7

!

”. Time

Space

Time Dominates!

Future Ready Organizations

Strategic Products & Services

Speed to innovation.

L GENERATIVE

(GPT) + VUCAD Amplifies Time.

Al and’lot

a perfect combination

R MACHINE
PEARNN@» @
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The Nature of Al

Al is a Portfolio of Technologies

| Machine Understandi

(Graph / Ontologies |

(Optimization |

Satisfzction

l Constraint
[F'rnblem Salving W

. Reasoning

Actuation
{Physical Movemen

Applied Al ——{Physics

- _"1:'-0||anl||m Computing ]

An alytics Avrtificial Intelligence

General Al Information Theory
Strong Al S ——
AGI

Singularians ] [ Futurists :I [Transhumanism | [F'osmumanism Superinteligence




Much of Al

Governments

The Nature of Al

is Hidden.

and Human
Experiments

Universities

EXPERIMENTAL
SECRETTS

Private Industry

THE
SECRET

TERRORISTS

BILL HUGHES

Terrorists /
Organized Crime



The Nature of Al

Al has a Dark Side.

R 4 o
;‘ﬁ“‘ ’ e % i' - “
The Dark Side of Al

& 00 ) JOURNALISM 402
- : o\ Wy 2 . HYPE g
= (FRKE NEWS)

Omni Channel



The Nature of Al

Al Ready Organizations
Perform Better

Al INNOVATORS s Al ACHIEVERS

Al maturity measures the 13%
degree to which organizations S
have mastered Al-related
capabilities in the right
combination to achieve high
performance for customers, 63%

Compories that lack mature A
rateges nd the Capubites 10

shareholders and employees. ===

LOwW

g

achicve at least 30% Al influenced revenue

Al copabibtes dentified as key drivers 1o

Low

Al FOUNDATION
Al capabilties identified as key drivers 1o achieve at least 0% Al nfluenced revenue




The Nature of Al

Al changes fundamental
business processes.

(Organizations)

(KPI's)

Significant financial benefits ‘
from their Al initiatives

10x more likely to change
success measures




Organizatio

Ch;

The Nature of Al

Al success depends on

nal

Al Journey into Digital Transformation

Build
)

Setting the vision
forAlandit's
expected benefits.

Recognize the
need for Alin

the greater Org. cases for Al.

Innovate

A
y | I—
Vislon
I Need

allenges:
Defining a realistic vision for Al.
Creating a COE Center of Excellence with the right skills, and
capabilities.
Selecting the ri
Achieving buy-in across the organization (c-level to front line).
Identifying and capturing the right opportunities for Al.
Creating and following effective processes across design,
implementation, deployment and operation.

Creating initial
innovative use-

it technology tools & platforms, and partners.

Digital

Maturity

or the Modern Organization

Scale

\

4

Community
Groups

Siloed groups
wy/in the org
start to explore
Al use-cases.

A community of
practice forms
to connect with
separate groups
to share
knowledge,
resources, and
experiences.

Challenges:
Identifying, designing, and delivering robust Al across a range of different functio
Including Al as part of a wider Digital Transformation program.

Designing and implementing for maintainability, performance, monitoring, security,

and scale.

4

A r
Governance
I Department

A department
brings together
some community
and groups to
share skills,
processes, and
tools .

A governance
function for Al
forms and define
procedures and
best practices.

Managing change, failure, and ongoing optimization and performance

improvements.

Gaining organizational wide acceptance and appreciation that automation is

beneficial and long term.

Ensuring the right levels of governance and oversight are provided.

Evolve
|

Firm-wide

Al exists across the
entire organization
(front and back
offices).

Thinking Al first
when creating new
processes, products
and exploring new
use-cases.

Challenges:

‘ ‘ AI y
Al-FiI’St Everywhere

Completing the
retrofit of Al
capabilities across
all functions and
processes. .

Utilizing, the more complex Al techniques and advanced

technology.

Sharing insights and decisions based on data insights.
Providing management and team knowledge via advanced

analytics

Deliver competitive advantage through innovative use of
intelligence technologies for new products and services
Completing a cultural change within the organization to embed Al

within its DNA.




Al Adoption depends on

The Nature of Al

Organizational Culture

Ve

Organizational
Culture

\

e

Organizational
Effectiveness

~

Al Adoption

It is highly unlikely that technical factors
alone will increase performance.

Organizations also need to consider the
organizational factors to increase their
performance.

Investments in Change Management are
directly linked to financially successful Al
Implementations.
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Exploration



The Nature of Al & Strategy Implications

Al Readiness requires both
strategies.
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The Nature of Al & Strategy Implications
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The Nature of Al & Strategy Implications

When to Use Al / ML Techniques?

Do not use Al / ML when: Big Arquments Against:

Al Techniques Non-Al
Techniques

Non-ML solutions - superior results.

Non-ML solutions - adequate results far cheaper.

Problem can’t tolerate ambiguity (experimental Nature) of Al/ML.
No Adequate data and/or infrastructure.

Rl

/\/’0 | There are others ...



The Nature of Al & Strategy Implications

Domain Complexity in Al Use-Cases

(Rare)
(Internal)

Practitioner
Capabilities

(Common)
( External )

Domain Specific
Tech Advancements
(Unique Artifacts )

Traditional /Deep Domain
ML/DL

(Internal )

General

Consultant (?)

GenAl

Nascent Mid-Tier Domain
( External ' Internal )
Tech Pho (?)

Simple o

Proczss E—
Automation .
(RPA + Al) Shallow Domain

( External )

A 4

Required Business Domain Specific Knowledge = Experience
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Developing Strong
Al Use-Cases



CCIIO: Al Governance Process

Executive Orders Old & New : Al

Sustainable Competitiveness
leveraging Al

Increased Organizational
Performance through Al

Central Theme Enhanced Innovations in Al
| Shifted | »
Safe, Responsible, Secure Al Safe, Responsible, Secure Al Basic Fundamentals

— Performance Focused

OLD Al EO

C.



The Nature of Al & Strategy Implications

Al Governance Pattern:
1. Curate Impactful Use-Cases => Biz Performance

2. Focus on Speed to Production (Under Control)
3. De-Risk on both Biz & Tech Fronts

Line of
Business .
- Focus: Business

Focus: Technical

l

Fast Fast Fast Fast Fast Fast
i Al Use-Case
|
_!_‘ - \_'_I
|
] Production
Ideation |

Y Get Use-Case into
Curate and prioritize only those production so

use-cases that provide the DO th|S under ContrOI and De'R|Sk at organization can

biggest impact on making the benefit from it.

business perform better. every appl’Opl’Iate Step a|0ng the Way Speed to value!



Developing Strong Al Use-Cases

Focus: Use-Case Development

Al Use-Case Journey

Line of /
Business

l Focus: Business

Focus: Technical

|
|
|
Al Use-Case | mmmmmgp | AlUse-Case |mmmmmmp | AlUse-Case | mmmmmm | Al Use-Case | Al Use-Case ) | Al Use-Case ——) Al Use-Case
|
------------------------------------------------------------------------------------------------------------- I-----------------------------------------------------------------------------------------
I S S
\_'_I \_'_I \_'_’ \_'_I I
|deation De-Risking Prioritization Funding : De-Risking POC Success Production
Biz Impact — Org Risk — Biz / SLT Priority — Capital Allocation — I Technical Risk — Al Experiment — Production Ready —
\ J
\ J |
|

Al Is Different Al Is Different

!

Al Governance



Developing Strong Al Use-Cases

“Strategic Trajectory” and “Improved Performance”.
TIME ﬂ
Dig Here Dig Here Dig Here Dig Here
Q) & & &
Disregard Time. Now Near-Term Future
Focus Focus Focus roeus
Compliance Demands Organizational Concerns Business Objectives Strategic Goals

or FOMO

- — o — — o

Moderate Fertility

Least Fertile Most Fertile



Developing Strong Al Use-Cases

Challenge

Tech or Biz Incomprehension Gulf BLin_e of
Support Fn’s I usiness

Biz SME’s

Tech SME’s

I
I
I
I
I
Support SME’s |
I
I

Understanding of the Business

—A“ Mechanics of the Biz Domain

Understanding of the Tech

Mechanics of the Support

Understanding of
the Organization

Al Use-Case

\ I
|

“Invisibility of Use-Cases”




Developing Strong Al Use-Cases

Invisibility of use-cases: Fn of a Restricted view of whole chess board

Tech only or Biz Consultants & Biz SME’s Sr Leadership
Support Staff. Vendors.

Invisibility: High Invisibility: High Invisibility: Low Invisibility: Low
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Exploring Intelligent Agents.

Brain Mechanics Inspired Computation

Brain Mechanics Autonomous Entities

] \ . =

Agent Do Work !



Agents are important strategically.

Value growth b

POC

Exploring Intelligent Agents.

COE

Well Understood

Well Understood
\

Not started
Alis notin the
company's agenda

Risk of losing
‘competitiveness

Initial value, but not Sustainable value creation

sustainable or cost effective

Maturity b

Istributed

Understood

Al Centric Org

- Agents -

Understood

Well Un

<
N
o
N
c
2
£
w

derstood Understood

\

Al Journey into Digital Transformation for the Modern Organization

Build
\

Setting the vsion
Recognizethe  for Aland

need for Alin  expected benefits.
the greater Org.

Creating initial
innovative use-
cases for Al

| 4
‘ ‘ Innovate
I Vision I
I Need

Challenges:
+ Defining a realistic vision for Al.
+ Creating a COE Center of Excell

with the right sk, and

the right technology tools & platforms, and partners.
ving buy-in across the organization (c-
+ Identifying and capturing the right opportun
+ Creating and following effec
implementation, deployment and operation,

Scale Evolve
\ J

Y . pr - \
Al-First I Everywhere
4 A Hrm-wlde I
Govemunce |
4
4 r Dep:nmm !
, Community
GI‘I)UPS J

v

ossthe  Thinking Al first Completing the
when creating new retrofit of Al
processes, products  capabiltes across
loring new  al functions and
processes.
sioedgroups  Acommunityof  Adepartment
Jintheorg  practice for brings together  function for Al
start to explore some community  forms and define:
Alusecases. s s and group: procedures and
share skil best practi
processes, and
tools

Agovernance

Challenges:
livering robust Al across a range of different functions.  + Utlizing, the more complex Al techniques and advanced
r Digital Transformation program. technology
- Designing and implementing for maintainabilty, erformance, monitoring, security, *  Sharing nsights and decisions based on data insights.
and scale Providing management and team knowledge via advanced
+ Managing change, faiure, and ongoing optimization and performance analytic
Deliver competitive advantage through innovativ
e technologies for new products and s

« Gaining organizational wide acceptance and appreciation that automation is
cultural change within the organ

and long term.
« Ensuring the right levels of governance and oversight are provided.

Transformation Projects will only
deliver the expected benefits if they
produce an Intelligent Organization

DESIGN OF AN INTELLIGENT
ORGANIZATION




Exploring Intelligent Agents.

Agents Enable Change.
Distributed

- Agents -
I Transition Not Understood
Ve e e e e e e e e e -
|
]
Attributes of this Org Transition
1. Scale with out Headcount (2x, 5x, 10x, 100x).
Vi N 2. Speed and Stamina (No Humans @ 7/24/365).
' Corporate 3. Removes Time Consuming Burdensome
; et Y Heavy Cognitive Lifts (Tasks) from Humans.
y =2 e ™ 4. Organizes / Optimizes Entire Organizations
Al "'“”f“"r“' Systems A efforts.
 pranming | Simeture | owveicoment | Meme. 5. Essential Tech for Future Ready Orgs.
AI Operational Systems
" Accounting Production Marketing Personnel
= Billing * Shipping * Salling * Hiring 1
* Payroll = Compensation
Resources Management
Al e | e | opem,
Al ever rocets Garies
Define Mam:sa::r:::ts and Miche AI

Portfolio of Discrete Al Projects in Org

Al Centric Org

The [ P N

Future

S—NN
Organization

Values | Baliafs | Norms

Management Systems

Management | Perf. .
Development | Magmt.

Organizational
Structure

Planning

Operational Systems

" Accounting

Production Marketing Personnel
* Billing * Shipping + Salling * Hiring -
* Payroll + Compensation
Resources Management
Financial Technological and Human
Resources Physical Resources Resources

Products & Services
Develop Products (Services)

Markets
Define Market Segments and Miche

Advanced Intelligence Optimizing the Entire Org



Exploring Intelligent Agents.

Different Tech Approaches/ Spaces.

Cognitive Agents

Agents Space

Game / Military Al Agents

Artificial Intelligence
in Gaming

Drones, Monster Factories
Automated A ’/_ L Autonomous
Reasoning - ¥/ /. Entities /
COGNITIVE Space . o LT Simulation
’ 2 )| : Space
e ¥ A-{{] = =-9
Problem Solvers, Search, Reasoners AI ' nts
age . GenAl Agents (Multi-Agents)
L4 * e = : L,
RL / DRL (Reinforcement Learning) o =R et GenAl Agents w
- ] /._A -89 Knowledge
Deep Reinforcement Learning Agent s . » Language & ‘ / Base
e Experiential p) Collective A\ .
Learning Intelligence Toadt
Space Space Agent TN x
Take achon

/i / T AN
| B B =3 R ‘( )
ln - 5 ; 4 \ ¢ - |
> 03 NG
Obsenve stste

Warehouse Robots, Processing Automation

Unknown

Tools

7
x 1011

Human-in-
Loop
% lIE LLM

Language Understanding / Analysis
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The VUCAD World.

We’re in a Global Technology Arms Race
where Al is one of three GPT’s.

= UnNiT=.AI AITOOLS . CERTIFICATIONS . EVENTS . NEWS . [INTERVIEWS THOUGHT LEADERS  .AIl

THOUGHT LEADERS

How Humans Can Navigate the Al Arms




Al as a GPT.

GPT’s are Special

Pervasive Across Sectors.

J & A &

Energy Materials

Ability to Evolve over time.

No Interactions = Attentive

Seamless transition Touch and Feel Immersive

Industrials Utilities

Healthcare Financials

Real Estate

= B =F [

Consumer Consumer

Information Communication
Discretionary Staples

Technology Services

Create Spillover
Innovation through
Complementarities.

Spillover Economic Effect

Spillover Effect

[ AR —=N— e 2727 }/
(economics) The phenomenon

Economic
Growth and

Sustainable
Competitiveness

affect each
Development

o(her s *

Technology

Enhanced Innovation User
Efficiency and Empowerment ——
Productivity and Engagement

Simulmmously

P

~

Improved

\.\Oualny of Life
. O/
™~

Scientific and
Technological

Advancement
Addressing

Societal
Challenges

in which an economic event in

one context occurs because of

something else in a seemingly
unrelated context.

Car and Fuel

"n

Mobile and SIM card
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Al

The Nature of Al

is Evolutionary

ARTIFICIAL INTELLIGENCE
Technology Landscape

Neuromorphic Autonomous

Computi » : System
Cognitive cyber m (Sgt’& Machine
Security ( a (\ Learning
Robotic P e
") D
S.,",:{;‘}?;";I,‘ﬁ“@ ARTIFICIAL il
- INTELLIGENCE Network
TECHNOLOGY o
Gen Cloud{s Pattern
Nex;()beoﬂﬁc:u Q LANDSCAPE ‘ Recognition
@Natural Language

Processing

Thought Q
Controlled Gamin
Real Time 0
Universal Translation Chatbots

Virtual Companions Real Time
Emotion Analytics

Al Tech Evolution

Al and’lot

a perfect combination




The Nature of Al

Al will be Everywhere.

Manufacturing

Criminal
justice
Customer

service

Robotics

ata
analytics

Logistics

O

Insurance
Smart horr




The Nature of Al & Strategy Implications

Strategy Aspects



The Nature of Al & Strategy Implications

When Use ML Techniques?

Big Arguments using Al

Classical Techniques don’t work. Scope of the problems exceeds the
normal programming techniques.

Problem maps well to Al / ML Techniques.

RULES ENGINE

Problems the Org gave up on.
Problem Dimensions / Complexity
exceeds human capacity.

TOO BIG rora
SINGLE MIND

There are others ...




Al Governance Pattern:

The Nature of Al & Strategy Implications

Line of
Business

l

Al Use-Case

- — " -—

Prioritization

Ideation

Biz Impact —

\

Focus: Business

Al Use-Case

De-Risking
Org Risk —

|

Al Is Different

Al Use-Case

Biz / SLT Priority —

Al Use-Case

Funding

Capital Allocation —

Focus: Technical

|
|
: Al Use-Case ) | Al Use-Case —) Al Use-Case
|
I -----------------------------------------------------------------------------------------
| \_'_I \ J \_"_I
I . -
: De-Risking POC Success Production
I Technical Risk — Al Experiment — Production Ready —
\ J
|

Al Is Different

!

Al Governance



The Nature of Al & Strategy Implications

Organizational Objectives —

‘z@ (Lens on Maturing Al for ROI on Biz Problems)

» Resist Creative ROI Practices - the urge to inflate ROI estimates.
i * Know your business and ROI thresholds and stick to them.
» Understand what “Good Enough Means” on projects, go no further.

Objectives

cosT Management of Investment Cost —
( Prefer many inexpensive smaller wins over big investment projects )

» Avoid the Home Run Hero, they strike out a lot!
» More singles are better than home runs for value delivery with Al.
 It's not incrementalism, because biz value adds up quickly.

f’ De-Risking Al Use-Cases - ( Do the hardest things first, not first things first)
DE ING

'QI » Do the scariest / hardest part of the project first, to fail fast.
« Cut your losers and let winners run instead to maximize portfolio results.
« Don’t get attached to any one problem you can’t solve to add biz value.



The Nature of Al & Strategy Implications

1 Adoption Issues —
=.n (How will the existing business process tolerate something new )

» Adoption cannot be an afterthought — parallel process to actual development effort.
* Requires Comms, Education, Relationship building by evangelists.

* Flip-the Switch Strategy doesn’t work! Gradual adoption works better.

» Work from the Edges (Very Sure)

* Leverage human in the middle with reduced role (given to the Al).

Al Use-Case Vetting for ROI — Stakeholders
( Prioritization: Hard Metrics, Soft Metrics, Effort vs Value)

* You and stakeholders must agree on how to measure value (early, middle, late).
* You must measure costs as well for ROI calculations.
+ Only claim lift over existing classical solutions.



The Nature of Al & Strategy Implications

Success Metrics: -
( Opportunity, Data, Measurability)

measuremcm Hfinance

é;“ iolice gie sz oil) « Biz opportunity statement defines how you will add value, scope to right size.

» Be very specific with data (amount, years, physical location, actual columns names)
+ Have a formula to measure lift that your stakeholders agree on.
* Formula’s do not have to be linear; the calculations can be variable.

+ Symmetry doesn’t often exist in the wild!

Other Issues with Al adoption —
( Data, Infrastructure, Talent, management ranks, etc)

Infrastructure Talent

* The big three are (Talent, Data, Infrastructure)
« The hidden 4t , 51 are the Managerial Ranks + Org Reward Structures




Developing Strong Al Use-Cases

Digging for the most impactful Al use-cases for organizational performance.

e

%7 Rt L : * Journey:
/§L 4 pﬁ NG y
N i Department Level

1
2. Group Level
| 3. Organization Level
| 4. Company Level ***

Shift the mindset of tools seeking a use-case, to a Sr Leader advancing a strategic plan.



Developing Strong Al Use-Cases

“Strategic Trajectory” and “Improved Performance”.

Dig Here Dig Here

TIME

Near-Term Future

Short-Term Focus Long-Term Focus

Business Objectives Strategic Goals

—

Organization

|

Company

0,
Increase Customer Base by 10% Srier Newm MEie s

BUSINESS
PURPOSE

e o o o o o o o o o

No Tech

Business Objectives are designed to guide the

[

Increase Revenue by 20%
Decrease Costs by 30%

Improve NPS / Customer Experience by 5 pts.

Reduce Response Times by 10%.
Reduce Workforce by X%.
Anticipate Market Behavior
Optimize Operations by 15%
Increase Fraud Detection by 90%
Improve User Experience

BUSINESS
PURPOSE

No Tech

organization's direction over a short-term, often a
guarter or year. They are very specific in nature.

Enhance Competitive Advantage
Develop New Products / Services
Increase Market Share

Exploit a Market Opportunity
Creating Strong Brand Reputation

Strategic Goals are designed to guide the
company's direction over a significant period,
often several years or more



Developing Strong Al Use-Cases

“Example”

From Business Objectives to Al use-cases: Increase Profit margin by 10%

Increase profit
margin 10%

Objectives Strategy

educe machine Preventive
downtime maintenance

Reduce quality on
Sehe)ustag non-compliant products

Reduce supp! '
irregularities Supplier optimization

Analytics use case

Predict machine failure

Predict product quality failures

Supplier ranking

Route optimization

Goal => Objectives => Strategy => Al Use-Case



Developing Strong Al Use-Cases

Getting Better at Identifying

Becoming a better Al use-case spotter.



Developing Strong Al Use-Cases

Phenomenon Observed the Wild

Tool Focus : Use-Cases Strategic Focus: Use-Cases

You've been likely conditioned to look for use-cases only through the
lens of Al tools you've become aware of, instead of through the lens
of business |leaders focused on advancing their strategic plan.



Developing Strong Al Use-Cases

“IF THE ONLY TOOL YOU HAVE is A HAMMER,
iT IS TEMPTING TO TREAT EVERYTHING

AS iF IT WERE A NAIL"




Developing Strong Al Use-Cases

Strategy #1

As Perspective Widens:

More use-cases

Higher value

Performance Impacting

Wider segment of business affected.

B wnh e

Exposure to more \ )\ J
Al technology

Tools Focus Strategic Focus

Limited Perspective Widened Perspective




Developing Strong Al Use-Cases

Strategy #2

Become Tech Agnostic and then Strategic in your perspective.

WSS STRATEGIC LEADER

D &

THINK ACT INFLUENCE
Strategically Strategically Strategically

Work to adjust your perspective from an Al Tool frame to business
strategy frame, so Tech doesn't play a role until after the key business
issues are both identified and understood.



Developing Strong Al Use-Cases

“Rubric on Adding Value: Examples”

Inductive Reasoning Approach

Business Objectives: (tactical in nature) Strategic Goals: (master plan in nature)

Enter New Markets

Enhance Competitive Advantage
Develop New Products / Services
Increase Market Share

Exploit a Market Opportunity
Creating Strong Brand Reputation

* |Increase Customer Base

* |[ncrease Revenue

* Decrease Costs

* Improve NPS / Customer Experience
* Reduce Response Times

* Reduce Workforce

« Anticipate Market Behavior

» Optimize Operations by

* Increase Fraud Detection

* Improve User Experience



Developing Strong Al Use-Cases

Factors Influencing
ldentifying Al Use-Cases



Developing Strong Al Use-Cases

Where the org is on its digital journey influences use-case available choices.

Al Journey into Digital Transformation for the Modern Organization

Build Scale Evolve
|

Firm-wide

‘ Al \
3 4 Im_ -

Setting the vision .
Recognize the for Al and it's Creating initial

need for Alin expected benefits. innovative use- ‘ Governance
the greater Org. cases for Al
‘ Department
Community Al exists across the  Thinking Al first Completing the
Groups entire organization  when creating new retrofit of Al

(front and back processes, products
Innovate offices). and exploring new all functions and

A
A use-cases. processes. .
Vision siloed groups A community of A department A governance
w/in the org practice forms brings together function for Al
Need start to explore to connect with some community forms and defines
Al use-cases. separate groups and groups to procedures and
to share share skills, best practices. :
knowledge, processes, and
resources, and tools .
Challenges: experiences.
= Defining a realistic vision for Al.
= Creating a COE Center of Excellence with the right skills, and
capabilities.
Selecting the right technology tools & platforms, and partne
Achieving buy-in across the organization (c-level to front line).
Identifying and capturing the right opportunities for Al.
Creating and following effective processes across design,
implementation, deployment and operation.

Challenges:

g, designing, and delivering robust Al across a range of different functions. = Utilizing, the more complex Al techniques and advanced
Including Al as part of a wider Digital Transformation program. technology.
Designing and implementing for maintainability, performance, monitoring, security, Sharing insights and decisions based on data insights.
and scale. Providing management and team knowledge via advanced
Managing change, failure, and ongoing optimization and performance analytics
improvements. Deliver competitive advantage through innovative use of
Gaining organizational wide acceptance and appreciation that automation is intelligence technologies for new products and services
beneficial and long term. Completing a cultural change within the organization to embed Al
Ensuring the right levels of governance and oversight are provided. within its DNA.

Only POC’s Unique Projects Sophisticated Solutions



Developing Strong Al Use-Cases

““iF THE ONLY TOOL YOU HAVE s AHAMMER,
IT 1S TEMPTING TO TREAT EVERYTHING
AS if IT WERE A NAI

Propensity to look at use-cases only through the simple awareness of tools.

“When you only have a hammer — everything looks like a nail”.

(Machine Understanding )
Affective
computing

(Vision Systems ) (Mzening Behavior )
\

Communication

f P . J Satisfaction
Prablem Sohing | 5 \

g Ty
s — ( Search )
( Reasaning —_—

b N - —— —_—
Oistnbuted
Artificiol

Intelligence

enetic Algoritims | Gonstraint
ST

Planning

Actuation

hysical Movements
[ mutti-ogent

systoms.

Al Problem Domains
Ambient Computing

v

| Autonomous Drones |

[

Y e T,
) |

e
neurosciance [* iR S —— \ Somputer Seience )
\ [ Notwol

h ( Mochne ( p
Analy‘tlcs Artificial Intelligance ZEeholoy, ) | Tromiation | (22 )\ conrarion
. )
Embodied Search and

Knowledge- Probablistic Spervaed | Unmgurvimd | Meromement
based Methods Machine Learning Intelligence Optimisation

General Al
— S Subembet

Strong Al
Al Paradigms

Natural Languoge Processing

. .* Narrow Applications
singularians | | i © General Applications
A 4 S\ O Subtype




Exploring Intelligent Agents.

Multi-Agent Systems

Doing Agents since the 90’s.

RETE Algorithm _ _ developing
Logical Rational Agents

MWILEY
multi-agent systems

with JADE
T L&

SOAR

COGNITIVE Q [
ARCHITECTURE E g

SOAR

GenAl

JOHN E. LAIRD

Cognitive Architectures

Multi-Agent Systems

—
Symbolic Working Memory

7% PydanticAl

The Next-Generation Al Agent Framework for LLMs

W
e T




Exploring Intelligent Agents.

Agents Human & Digital

Example: Nvidia’'s GROOT

Human (Intelligent) Agents Digital (Intelligent) Agent =

Advanced Humanoid Robotics Platform

Multi-Agent System (MAS)

I i

fv

O TR Y
A

Thousands of Intelligent Agents



Exploring Intelligent Agents.

Agents are old and have evolved.

1950's - 1970's

Samuel Checkers-Playing Program (1959) :- Al that could improve its game
strategy over time

Eliza (1966) :- Introduced NLP and Chat Bots

Dendral (1965) :- 1st Expert System, could ID unknown organic molecules

1971 - 2000’s

Prolog (1971) :- programming language used to build the early intelligent systems

HEARSAY-II (1971) :- early example of speech understanding leveraging
automated problem solvers

Deep Blue (1997) :- defeats world champion Garry Kasparov

Charles Forgy's RETE Algorithm (late 1970’s) :- Algorithm that powered
inference engines

XCON/XSEL [R1] (1979) : - expert system designed to configure orders (systems
integration) for new computer systems

LSTM (1997) : - LSTM (Long Short-Term Memory) networks are a type of
Recurrent Neural Network (RNN) that could remember information for long periods

SOAR Cognitive Architecture (1983):- first manifestation of the unified theory of
cognition in a complex technological architecture -widely used by Al researchers to
create intelligent agents and cognitive models of different aspects of human behavior

MIT’s Kismet (Late 1990's): - a robot designed to exhibit and perceive emotions,
marking the advent of affective computing

Honda's ASIMO (2000): - humanoid robotics (significant leap in capabilities)

iRobot's Roomba (2002): - autonomous robotic vacuum cleaner

2010 - Present

Apple's Siri (2011): - allowed users to perform tasks and get information through voice
commands

Amazon’s Alexa (2004): - enabled users to control smart home devices, play music,
get information, using voice commands

DeepMind's AlphaZero (2017): - It could teach itself to play and excel at chess, shogi,
and Go from scratch - underscored the potential of Al to learn and excel in areas
requiring strategic thought and planning.

DeepMind's AlphaStar (2019):- showcased Al’s potential in real-time strategy games

GenAl Agents [Agentic Tech] (2020) : - Agents (multi-agents) based in LLM's appear
along with complex agent architectures

Nvidia's Project GROOT (2024):- general-purpose foundation model for humanoid
robots



Exploring Intelligent Agents.

ARTIFICIAL INTELLIGENCE

Technology Landscape

Agents Evolve.

ARTIFICIAL

urgical r it )
_ s INTELLIGENCE
+ s > TECHNOLOGY
° Nes en Cloud{s
obotis =
t

Al Tech Evolution

\é‘aﬁ

Simple RPA Smart RPA Collective Intelligence

RPA & Al

Integration

T _Rdbotic Process ‘ | =
ﬁ . P

Automation

by Kevin Clark & Kyle Shannon



Exploring Intelligent Agents.

Different Kinds of Agents

Autonomous reasoning capabilities
for intelligent decision-making
* Robot Vacuum Cleaners

Types of Al Agents

Chooses actions based on a plan
to achieve its objectives and uses
search algorithms to find the

Simple Reflex Model based reflex Goal based efficient path to the goal.
+ Thermostat, Street Lamp Agents Agents Agents

Has Rule Based, is Explicit /
Inflexible, No Memory,
relatively dumb.

e Game Al

Al Agents @

An advanced form of goal-based
agents, equipped to analyze outcome
risks and comprehensively assess
scenarios. (Utility Fn Max)

Agents in the lower-level hierarchy
Utilities based Learning Hierarchical execute the tasks, and the agents
Agents Agents Agents higher above them supervise them.

_ * Report Generators, Analysis
» Trading Robots

Can learn from past interactions and,

over time, improve their performance.

 Virtual Personal Assistants



Exploring Intelligent Agents.

Agents and Platforms.

Al an-d |Ot |

a perfect combination

-DATA SCI-ENCE

@ :h @ & Software Platform ‘

% MACHINE d
*% e & 5

Intelligent Agents

.. GENERATIVE




Exploring Intelligent Agents.

Agents' vs Machine Learning.

Machine Learning - & - Cognitive Technology
- Complementary (yet very different) Technologies.

Machine Learning: (ML)

Machine Learning is made for tasks that require learning
from data and then predicting, classifying or clustering
information, images, or language elements.

What can ML well do today?

Visual

ML is not good at augmenting humans,
explaining its decisions, and tasks requiring
A Example Use-Cases:
ML needs raw data to learn from. « Emergency Room Predictions
* Provider Fraud Predictions
*» Medical Coder Classification
» X-Ray / CT Scan Classification
+ Automated Benefits Inquiry
» EOB language Translation
» Patient / Provider Matching
« Anti-Fraud Location Classification

Cognitive Technology: (CT)

What can CT do well today?

Cognitive Technology is made for tasks that require human
cognitive skills, most particularly reasoning and problem
solving skills. This type of Al “thinks” like humans do.

Thinking: cognitive skills

* Paying attention

* Remembering

* Processing AG E N T
*+ Analysing

* Judging and evaluating

* Reasoning

* Problem-solving

* Decision-making

CT is not good at crunching big data, data
analytics, or business intelligence.
Exz le Use-Cases:
T CT needs situational context and experts to

- Clinical Decision Support Engine €@ how to “think" from.

+ Automated Plan of Care Creation

» Augmented Medical Diagnostics

» Ambient Monitoring for Elderly Facilities
* Telemedicine Automated Triage

» Medical Digital Assistants




Computational

WHAT THE DIFFERENT PARTS
OF THE BRAIN DO

FRONTAL LOBE

€) Eye and head
movements

@ Behaviour
and emotion

© Speech

TEMPORAL LOBE
@ Hearing

Exploring Intelligent Agents.

PARIETAL LOBE

© Basic
movements

© sensation

OCCIPITAL
LOBE

© Visual
recognition

© vision

CEREBELLUM
© Balance
and muscle

Definition:- Human Cognition

1
2
3
4,
5.
6
7
8
9
1

0.

Attention
Knowledge
Memory
Judgment
Reasoning
Problem Solving
Decision Making
Comprehension
Language
Learning

Cognition.

[3] Procedural LT Memories

[8] Decision Procedure
- decision making cycle

- knowledge about what to do, [4] Semantic LT Memories [5] Episodic LT Memories
when to do it, and how to do it - declarative knowledge: facts  _ stream of experience - memories

Symbolic Long-Term Memories

Integration is the key!
Complex & Tight

[1] Working Memory

Episodic

h iti tati N [2] Spatial Visual System [€] Reinforcement Learning
Highly Integrated roprosents agent understanding _-PU) & Visual processing - learns from the environment
- S5;
e . [2] Appraisals : Emotion [7] Chunking Learning )
COg n |t|Ve ArCh IteCtU res - functional emotional capabilities - learns short-cuts to reasoning

Knowledge & kil Definition:- Computational Cognition

1
2
3
4.
5.
6
7
8
9
1

0.

Attention
Knowledge
Memory
Judgment
Reasoning
Problem Solving
Decision Making
Comprehension
Language
Learning



Exploring Intelligent Agents.

Anatomy of an Intelligent Agent - An Entity that:

Perceives its environment

Performs actions w/in that environment

Has a Brain Fn that does Automated Reasoning
Has Working Memory

Uses Reasoning Cycles

Storage
Uses Declarative vs Imperative Programming. Memory

1 3 4 - »
Learns and Improves. @ i @ } ==
o ,
Automated
sensors Summary ! Recall Leam Reasoner

sense

Decision Making
& Planning
percepts / Reasoning
external =
environment

&
g
<
5
g
2
S

Reasoning Cycles

behaviors

effectors

; Working Memory
S Y o
%

RONMENT

R — '




Exploring Intelligent Agents.

Programming Agents. WHAT

Agent Brain Capabilities

Cognitive Architectures no WHAT

Declarative:
* What needs doing.

Imperative:
How exactly to do it.



Developing Strong Al Use-Cases

\Y Itlgatlon Strategy “Incomprehension Gulf’
| |

I I
| |
Tech or Bi : Line of
Cross-Pollinate

“Learn more about Tech”
I
I

“Learn more about LOB”

ﬁl

Al Use-Case

\ |
|

“Increased Visibility of Use-Cases”
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