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			This book is dedicated to the mission and members 
of Women Leaders in Data and AI (WLDA), 
where we bring senior leaders together to create an 
impactful digital world with parity and equity.

			I founded WLDA in 2020 as an exclusive 
peer-to-peer networking and mastermind group 
for female and male leaders working together 
for growth and sustainability. 
These amazing people already have a seat 
at the table and are making it possible 
for many more to join them.
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Foreword

			According to a recent PricewaterhouseCoopers (PwC) study, artificial intelligence will add more than fifteen trillion U.S. dollars to the global economy by 2030. Yet here we sit in 2022 with a recent study from Morning Consult showing that only 35 percent of organizations around the world have adopted AI in their enterprises. To hit the predicted mark by 2030, a much broader adoption of AI is required.

			So, what’s the missing link? This book has the answers to that question.

			There are four things you must consider that are highly interrelated and dependent on one other—four “missing links,” if you will. First, there must be a system of metrics demonstrating real business value—and no, the number of AI models built is not the right metric. AI should be tied to cost savings or new revenue. The second is having trust in the AI. For this to happen, it needs to be transparent, explainable, fair, robust, and it must preserve privacy. Third, the entire AI pipeline must have the ability to be truly observable throughout the enterprise. Finally, an AI strategy must be solidly tied to business strategy. By supplying these missing links, you can place humans at the center of AI outcomes and the overall value chain.

			The human component is often missed in this context. Usually, when companies talk about human-centered AI, they are speaking more from a user experience perspective. Asha’s book adds the perspective of the humans being impacted by the AI as well as the humans using it, which may or may not be the same person. She also brings in the humans in the business, a dimension I haven’t included to date in my own thinking.

			You can have the best strategy solidly tied to your AI plans, but if your business and by your customers don’t adopt your plan, the ROI will be negative. Trust is critical to both. To truly address the pillars of trust I have defined through my experience, you need to take humans into account. This book will help you to do that in a highly effective and highly scalable manner.

			What Asha describes in this book is a well thought-out and experience-based approach to building an AI strategy wholly based on one’s business strategy. This unique perspective comes from someone who has had (and continues to have) a highly successful career in both data and business. Her “Data Power Canvas” helps lay the groundwork to address all four of the missing links identified above.

			This book provides additional value: the ability to define where you are today on your journey and continually measure it in the “Power Quadrants for Data-Driven Companies.” When using it as a precursor to the “Data Power Canvas,” this will solve for the connection to business strategy.

			The beauty of this book is the engaging approach taken to explain the value and execution of Asha’s methodologies, through real-world examples of how companies such as Netflix and Starbucks have successfully implemented AI at a massive scale in their enterprise. She also cites lesser known, but equally significant, replicable examples from her own expert career and from those of other well-known experts in the industry.

			If you want to be one of the companies capturing part of the over $15 trillion of GDP, then I suggest taking the time to read—and more importantly implement—the concepts in this book.

			How much of that $15 trillion will you capture?

			 

			Dr. Seth Dobrin is IBM’s first Global Chief AI Officer. In his role, Seth leads IBM’s corporate AI strategy and is responsible for connecting the development and governance of AI across IBM’s business units with a systemic creation of business value. The commitment to human-centered AI prompted Seth to create a new methodology helps companies develop AI strategies built on trust, providing business outcomes that are more fair, more accurate, and focused on the needs of real humans. This methodology has helped elevate AI from being simply a tool used to make processes more efficient to an overarching catalyst of business transformation. In 2021, Seth was recognized as AI Innovator of the Year at the AIconics Awards and was named one of Corinium’s Top 100 Leaders in Data & Analytics.





Introduction

			For the Oakland Athletics, the 1990s was a decade of mediocre results. Many blamed Oakland’s inability to hire the best players, compared with major market teams like the Yankees. The reality was (and is) that teams with tons of TV revenue—like those in New York and LA—can always outspend teams like Oakland by two or even three to one.

			In 2002, Oakland had one of the three lowest payrolls in Major League Baseball—light years behind the Yankees. Without the budget to hire top players, their prospects were dim. But general manager Billy Beane had a different approach. Using a statistical technique known as sabermetrics, his team defied conventional wisdom on individual player potential. They identified undervalued players based on non-traditional measurements—as opposed to scouts’ gut feelings and over-simplified stats. Since the undervalued players were affordable, Beane reasoned, he could build a winning team on his tight budget.

			Michael Lewis described this in his controversial book, Moneyball,1 the basis for the 2011 film of that name. According to Lewis, Beane’s unorthodox approach changed the game forever. That year, the Athletics recorded an unprecedented twenty-game winning streak and made it to the playoffs that year and the next.

			Since then, other teams—and other sports—have adopted a data-centric approach to the business of sports, harnessing data in ways that have multiplied their success. A Forbes writer noted that today’s sports franchises now include three major new actors: big data, analytics, and artificial intelligence or AI.2

			Why This Book?

			Like so many others, you may be wondering if this is even possible for your organization. From Michael Lewis’s book to Stanley Kubrick’s classic movie, 2001, to a long list of books and articles on AI, you already have some idea of its potential. But the questions are, “What can I actually do about it?” and “What makes this book different from other AI books?”

			Before you read further, let me tell you why I felt the need to write this book. Yes, there are other volumes on the importance of AI, machine learning, predictive analytics, and other assorted data technologies. Some will even explain (as I have) the importance of executive buy-in, data literacy, and overall data readiness. But none of this addresses the unique cultural requirements that a coherent, consistent data strategy demands. This book covers the full gamut of why we need AI and how to get started as well as the framework and important elements needed for a successful implementation.

			I was discussing this very thing with my colleague, Cameron Davies, Chief Data Officer for Yum! Brands and a trusted ally of Women Leaders in Data and AI (WLDA), the peer-to-peer mastermind community and mission-based networking organization I founded in 2020. As any friend would, he asked what was that unique something that would make this book stand out.

			
			“Everybody talks about AI and organizational readiness from a technical perspective,” he said. “They talk about it from a data perspective. But nobody talks about organizational readiness from a cultural perspective. Yes, we talk about how the culture needs to change, but we forget how the existing culture influences the way you even approach the problem.”

			He continued, “With a company like Virgin, CEO Branson simply says, ‘I want this many AI projects in the next five years. You guys make it happen,’ and it’s an unquestioned mandate. But with other companies, the CEO may be on board with a data strategy, but there are four other executives, or four other divisions, or a board that aren’t convinced—or have other priorities.”

			

			I knew the answer to Cameron’s question. In this book, I had to do more than affirm conventional wisdom about big data and AI. I had to find a way to reach business and data leaders on a broad, practical, and cross-cultural level without oversimplifying. I had to find a model that, like Maslow’s hierarchy of needs,3 would stand on its own, and would help everyone visualize the concepts immediately. More important, it would give them a clear blueprint—a four-step process if you will—for making AI a practical reality.

			To start, I decided to create my own AI-specific version of the classic “business model canvas” approach. Like the original, my version provides a visual overview of the building blocks required to plan and measure a successful strategy (including potential trade-offs) involving AI, machine learning, or predictive analytics. Its purpose is to guide a strategy that will, I hope, be self-evident to everyone.

			Having made such a bold statement, I invite you to continue reading to see how AI and big data can accomplish things you never imagined before.

			[image: ]

			My Own Journey

			I began my data journey over twenty-five years ago. After starting as a computer science engineer, I became a tech entrepreneur, building a large data management consulting firm, an ecommerce company, and a healthcare analytics software firm. Under the auspices of CXO Coaching, CEO Coaching International, and WLDA, I have advised business leaders seeking to make business sense of these often confusing technologies.

			Needless to say, I have always been fascinated by data, computer engineering, and the math itself. In the early days of my consulting career, I saw that the focus of many companies was on optimizing relational databases—structured data. “Let’s get everything into the data warehouse,” they said, “so we can generate reports that make sense.” Now, the conversation has changed radically. The big data revolution has enabled us with the possibilities of using and processing both structured and unstructured data to deeply understand our consumers, our environment, and more.

			For businesses, the data dilemma has become acute thanks to the “three v’s” of big data, which we’ll explore in chapter 2. The sheer volume of data has increased exponentially into petabyte territory4 and beyond. Thanks to ever-faster processors and connections, its speed or velocity is approaching that of instantaneous real-time access. The third “v,” variety, is the most challenging of all. This ocean of data is now predominantly unstructured, consisting of conversations, images, audio, video, and other forms that defy traditional data models. It’s no wonder business leaders struggle to find that “fourth v” inherent in big data: value.

			Much later, as my career progressed from data science to the business world, I began to notice something significant. Stepping outside my scientific circle, I found that business leaders and executives knew they needed data but did not know how to find it or what to do with what they had. (To be fair, data scientists often have the opposite problem. They know how to work with the data but do not always see its full business potential.)

			The truth is that many, if not most, business leaders already have the data potential to achieve dramatic success. The problem is they don’t know how to find or use it. As this book will show, the only way to effectively identify, collect, and leverage big data is through the use of artificial intelligence or AI. These are digital technologies that mimic the problem-solving and decision-making capabilities of the human mind—detecting patterns and solving routine problems with more accuracy and greater speed than humans alone could ever handle. The AI Factor is not the sole domain of big and powerful companies; you can use it too.
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			Of the many misconceptions about AI and its related technology, the most pernicious is the notion that only huge, sophisticated entities can use them—and that their use is in some way unethical or irresponsible. The media typically magnifies this image of big tech dominating big data, leading to a feeling of hopelessness among ordinary business leaders. For example, the “big three” tech companies (Google, Facebook, and Amazon) dominate digital ad spending as of this writing, thanks to their use of AI and customer data to predict consumer behavior. But their continued dominance is by no means assured, as privacy concerns about the use of customer data are likely to cause a damaging backlash.5 Such a gloomy news narrative distracts us from the fact that other companies are benefitting from predictive and behavior analytics and are doing so in a more responsible and sustainable manner.

			Why Data and AI Matter

			This book is about you and your business—and the hidden potential of your data. Like the Oakland Athletics, you are struggling with outsized, seemingly immovable internal and external limitations. But like Billy Beane, you have potential access to data that can unlock a different outcome. (Or you may already have the data but don’t know what to do with it.) And unlike the world of 2002, you now have far greater access to AI and other forces that can leverage big data in new and dramatic ways to propel your business or association to new levels of success. It may seem strange and unfamiliar, but all it takes is your decision to use these forces wisely.

			Others in your business may be under the impression that AI is something strange or mysterious. So try this experiment. Ask if they’ve used artificial intelligence that day. Their most likely answer, after the puzzled look, will be no. If you press them, you’ll find they don’t know much about it. AI is something they’ve heard of in a movie or on TV. It’s out there, but it doesn’t really affect their daily lives. Perhaps you share that impression, but nothing could be further from the truth.

			If you use a personalized banking app on your smartphone, then you’re using AI. It guards your account against suspicious activity, uses your phone’s camera to make check deposits, and recommends spending and investment options based on your activity and preferences. If you shop online, you’re using AI, which recommends items and options that fit your browsing and buying behavior. If you use an online dating app, AI is using all that profile data to select a compatible prospect. Modern healthcare is increasingly driven by AI, which examines data patterns from often fragmented sources to provide faster, clearer information to providers and patients. Even some car insurance companies now use AI to monitor and reward safe driving behavior. In short, AI is everywhere.

			You not only use AI many times a day, every day, but you also use—and benefit from—the essential components of AI, including big data, the cloud, smart devices, and more. This book is about all these forces, which are already becoming an integral, even essential part of our lives, whether we know it or not. Just as these technologies benefit individual consumers, they can also multiply the success of companies who use them well. This book is a roadmap to such growth.
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			In the past, resistance to AI was understandable, but businesses cannot ignore it anymore. Big data and AI are now the critical path to growth despite the way they are portrayed in the media. Even now, the media portrays it in an overly sensational manner, as in the case of Replika,6 an AI-driven chatbot app that allows users to create their own virtual friend. Some commentators pointed to its benevolent uses, such as giving disenfranchised people an outlet for judgment-free expression, but others voiced ethical and privacy concerns.7 More recently, media outlets have treated the topic with alarm, citing the increased use of AI and facial recognition for oppressive political purposes.8

			At times, it has also been a very public source of embarrassment, as Microsoft learned with its ill-fated chatbot, Tay, originally created as a conversational AI.9 The company tried to create a cool, millennial-seeming persona on social media, based on AI processing of all its followers’ posts. Predictably, it was PR disaster. The data set included a flood of deliberate posts by internet trolls. As a result, Tay’s character rapidly devolved into a narrow, racist caricature. Technically, the AI worked but, thanks to the skewed data, not in the way its creators intended. Had Microsoft adhered more closely to the four basic “pillars” of responsible AI (organizational, operational, technical, and reputational),10 the disaster may well have been averted. We’ll discuss these more thoroughly in chapter 4.

			The problem is that these stories—even the truthful ones—feed our common misperceptions about AI and big data. Such views are magnified further in movies and television, as we’ll address in greater detail in chapter 2. As a result, we suffer from an unconscious bias that will damage our prospects in the long run. Whether as individuals or as business owners, we say “AI is too big, too scary, and too complicated for me.” Then we add, “Only big companies like Amazon and Facebook can use AI and big data.” Sometimes we infer that AI is too intrusive or even inherently unethical. But none of that is true, as we will see. In fact, as more companies and nonprofits learn to use these technologies in a responsible manner, they’ll discover that the resulting growth in value and influence is not only impressive in a purely business sense, but also beneficial and ultimately sustainable.

			The Four-Step Process

			Like any respectable author, I’ll do my best to give you a capsule summary of the basics here—so you can hold your own when a fellow executive or coworker wants to discuss it. But if you’re impatient to get moving and really embrace the principles described in this volume, you’re welcome to skip ahead to chapter 1.

			Part one of this book begins with two “household name” companies—Netflix and Starbucks—that embody many of the data strategies that can multiply business growth. The second chapter lays out the concepts themselves, separating the myths about artificial intelligence from the actual science, and providing a clearer understanding of the potential each technology represents. In chapter 3, we will review an array of business types—each one different in purpose and structure but all benefiting from the AI Factor today.

			The immense power of these forces cannot be underestimated. In chapter 4, we will outline what it means to use them ethically and responsibly. Recent events have proven that this technology, much more than all disruptive technologies before it, can produce results far more rapidly than our existing laws and traditions can manage. This means that the responsible use of big data and AI will result in sustainable growth—not only for individual companies and organizations like yours, but also for our body politic and the planet itself.

			Part two of this book is where we explore the ‘how,’ following the principles I have used to advise business leaders for years. It provides a plan for realizing the benefits of AI and big data, no matter the type or size of your business or nonprofit. This is a four-step process:

			•Assessing your business—In order to leverage these forces, the first step is to discover what type or stage of business you presently occupy based on your growth potential (real or perceived) and your willingness to innovate and take risks. Chapter 5 will help clarify these stages for you. For example, some companies are primarily looking to cut costs, optimize operational processes, and employ other defensive tactics. Others are in growth mode, pursuing mergers and acquisitions or looking to capture new market share. Still others are aggressively researching, designing, testing new products and services, and pursuing the talent needed to create them. Finally, some are looking to bend or break the rules—discarding everything to transform their business for exponential growth.

			Whatever stage you are in, it’s okay to understand and align with your business needs and goals. An honest assessment will not prevent you from implementing big data and AI. Rather, it will inform you how to do so more effectively. Regardless of what type of entity you lead, the AI Factor will enable you to succeed—either to evolve into a greater, more innovative business or simply become stronger in the stage you are in now.

			•Knowing your data-readiness framework—The next step of the process—and the subject of chapter 6—is understanding and defining your business’ structural organization and its readiness to pursue a data strategy. Your present ability to leverage AI and big data must be based on an honest assessment of your objectives, data management practices, and other factors that make up your data readiness. This will clearly demonstrate which of these areas need further development or even radical revision. These include actions you can take in areas such as organizational structure, data usage, strategic product planning, human resources, research and development (R&D), leadership practices, and customer service.

			•Prioritizing the first project—The third step—and the subject of chapter 7—is to choose the business goal that not only can be enhanced by the AI Factor but also represents the greatest value. No company, not even Netflix or Starbucks, can simultaneously implement an AI strategy over multiple profit or cost centers. Prioritizing the highest value opportunity to utilize AI and big data will accomplish two things. First, it will let you assign resources to achieve a specific, measurable goal, with a high probability of beneficial results. Second, once successful, the AI expertise acquired and used to accomplish the first goal will inform the strategy for tackling the second, and so on. It will help dispel the fear and misconceptions surrounding AI, and inspire confidence in a responsible data-centric approach to business.

			Chapter 7 will also cover many practical facets of the transformation needed to leverage big data and AI, including answering questions on your business model and the numbers behind your operations. It also asks probing questions about your competition and industry norms or conventions that may be unconsciously guiding your actions. In every case, benefiting from the AI Factor is a process grounded in a practical, realistic understanding of data science—something within the scope of any business.

			•Implement, measure, and scale—In chapter 8, we’ll cover the practical aspects of implementing the AI Factor, measuring the results, and guarding against unconscious assumptions or bias. We’ll also cover the different criteria for measurement and action, which include important differences for product development, customer acquisition, and altering pricing and cost structures. The chapter will also address the all-important matter of scaling initial data projects to other and larger opportunities, potentially transforming your business or nonprofit beyond all expectations.

			 

			Of course, AI includes many other technologies and exciting new trends that fall outside the scope of this book. Chapter 9 serves not only to summarize the basic steps covered here but also to give you a glimpse of what’s coming next. AI is but a precursor to the move toward data independence, advanced biometric devices, and what we have dubbed (for now) the metaverse and interaction via virtual reality interfaces. Like AI, these new technologies are subject to misconceptions and even abuse by short-sighted individuals and companies. But also like AI, they hold great promise for a better future.

			The AI Factor includes technologies with obvious areas of overlap. The terminology can be confusing at times, so, to better understand the bigger picture, a glossary can be found at the end of the book, along with some recommended sources of information to help along the way.
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			These technologies affect every aspect of our business and personal life, whether we realize it or not. The purpose of this book is to show business leaders how they can understand, adapt, and utilize them to produce extreme growth in their own companies and organizations. It is also meant to help technology leaders understand how to apply their data in meaningful ways and multiply their companies’ long-term value.

			Each aspect of the AI Factor—individually and collectively—has the potential to address the inefficiencies and unmet needs that we must face in order to succeed. Using these principles as a framework, business leaders and technical professionals alike can uncover the enormous value of their data and use it to create lasting business impact.

			I wish you every success in this exciting journey.





PART ONE

			Understanding 
the AI Factor
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Chapter 1

			How Netflix and Starbucks Changed the World

			To change the world, you must always begin with what you can control—namely, your own personal or organizational decisions. This is a book about doing just that. By the time you finish reading, you’ll have a basic roadmap for applying a very specific technology to those decisions. “The AI Factor” is the shorthand name I have given to artificial intelligence technology and its related components. As many before you have discovered, you will gain a practical understanding of its potential for exponential growth. But to fully appreciate what that means, let’s look at some notable examples.

			We’ll start with two of the most recognizable brands on the planet: Netflix and Starbucks. When they first launched, neither company was a business superstar. They both had entered heavily saturated markets, with video stores and coffee shops on almost every corner in America. Both companies had collected data to improve business outcomes with relatively modest success.

			But at one point, both companies did something different. They deliberately chose not only to gather vast quantities of data but to apply it in a truly scientific manner. By applying AI and big data, both companies created a quantitatively superior inflection point. As a result, their businesses multiplied in value.

			Author’s Note: As I write this, both Netflix and Starbucks are going through a period of turmoil and uncertainty. But even though both companies are having hard times (as we all do), their
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This chart is used and explained further in chapters 7 and 8.
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