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The Antidote to
Post-Launch Fallure

The Outsourcing Trap
Risk: Post-Launch Failure

* Projects generate initial excitement but
lose value over time.

» Lack of ongoing impact oversight and
internal adaptation.

Outcome: Loss of strategic control and
failure to build internal core Al
competencies.

The Innovation Pod

tnine it~ = A4 g e
Solution: Internal Autonomous

| edlTl

- End-to-end design, development, and
testing by ~12 internal members.

» Structured for continuous operational
oversight.

Outcome: Retains institutional knowledge,
ensures rapid iteration, and preserves
~ long-term strategic control.

Key Takeaway: GenAl complexity requires delegating implementation to a dedicated,

cohesive team structure—not treating it as a one-off outsourced IT request.
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Anatomy of an Innovation Pod

!,- Technology Unit ] - r— R I e i | Business Unit w :
(The Builders) | :— | ThePodLeader | | (The Navigators)
‘ (The Mini-CEOQO) / | | g
i\

Core Principle: Staffing is driven strictly by required tasks, not arbitrary headcount. The Pod
operates with total autonomy and is empowered with necessary tools to execute.
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The Strategic Hub: The Pod Leader
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- The Mini-CEO 1 Bilingual Fluency
|| | Directs the project and translates the solution | ‘ Fluent in both complex tech capabilities and |
blueprint into specific, actionable products. practical business needs.
) —— 4 — . — — W ——=/4 N )
Institutional Navigator B The Advocate
A senior internal figure who leverages deep company | ' The primary facilitator and champion for the GenAl | |
knowledge to connect tech teams with business units. project across the broader organization.
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'Diagnostic

Scoring criteria for selecting an internal Pod Leader.

— M — il \

specific business problem is compelling and worth solving?

4 _

Um’l} [A] Achievability * Do they genuinely believe the expected value levers and ||

—
[P] Problem Clarity ~ Does the candidate clearly understand and agree that the | i'

gains are realistic and aligned with GenAl capabilities?

—— "‘Q’: S— 4 \

Do they fully support the proposed technical solution and '
data integration approach?

T — . \

!I Insight: The ideal leader is an internal 'true believer'—often drawn from operations, R&D, tech, or |.
marketing—who is willing to invest significant time and energy to bridge the gap.
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Handle data-heavy tasks (cleaning,
preparing, integrating) crucial for
foundational Al model performance.

Data Specialists (

; | ' e
diE , Programmers & Engineers /2
) |  Develop the core solution architecture ‘ R\
1 @ and write necessary system integrations ff=—\ |
114 4 ﬁ/ (e.g., Machine Learning Engineers). ||} |
. | |
W = UX Designers o (4l 1
‘ L] =| Architect the user interface and user
=l | = 3% experience, which is critical for end- -
4P O User adﬂptinn “ ¢ '} T

”L-L ; Testing Specialists |
Conduct rigorous technical testing to {F F
\\f = ". ﬂ ‘ ensure functional quality, security, -
and stability before launch. |

e
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The Navigators: The Business Unit

Subject Matter Experts

%
) )] Provide vital domain-specific E c*-u-n
knowledge to ensure the Al technnlng W
allgns with real business realities. \l

e ———

Project Managers J
Handle internal alignment, timelines,

i 4 and cross-functional coordination | ff=—\
ﬁ/ across the enterprise.
L — — : : A |

| ' UX Analysts & Testers
{ {F—*

Gather qualitative and quantitative »

) ¥
o EQ user feedback during the pilot and - ] W
1 rollout stages. ] it
.ﬁ 5. l
: — j’ | :

L . Value Assessment & Comms )”
LL : pa— G@ Quantify business impact (KPIs) and [
= ": - | manage user expectations through |

targeted communication strategies.




Adapting the Architecture: Internal vs. External Solutions
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Internal-Facing Solutions

’—=—(e.g., Employee productivity, Data analytics)

Data Science & Management

Internal SMEs

UX & Communications

Q) D

———

e ————

Focus: Deep integration with internal data
silos and complex business logic.

\

External-Facing Solutions
(e.g., Customer service agents)

. Data Science & Management

ﬂ )

Internal SMES

UX & Communications

e ———

Focus: Intuitive engagement, managing
H user expectations, and ensuring flawless
- adoption paths.

e ——
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Pod Operations & Crew Resource Management

\\q_#'#\_-'
(,'.! g _ \\ Team Charter Interface /—/ ﬂ
j e — —— '
/ Task Delegation ¢
( ///_. - | : C}* (} Q (\ Role Transparency
/] I )} M A shared matrix ensuring |
S e ? — EE — everyone understands
® S i _ ~ 1 — their own role and their
@ b & " : © | colleagues’ roles.
o -"i ; . *E'f}_"_"f"'"
\alt [3 \ —
P - & p 7 . —=— —
. %E‘;}-' ® Conflict Resolution Protocol *|
@) @ | |t
NI : ‘ . | D - >—~ﬁ Pod Leader )
L N\l Project broken into tangible short-term 7N\ o Ve .
Nyl | and medium-term milestones with — &&=
W explicitly assigned owners. I Designated communication channels and a clear path for the !
| Pod Leader to mediate disputes without blame. 1191
y, e . ' L ——————— : . : o m - ;:-If_,
|' Core Philosophy: Treat members as true partners and collective owners. Applying CRM “m -

principles builds resilience, reduces errors, and maintains morale.
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The POR Activation Curve

The lifecycle of GenAl deployment.

o Pilot Optimize Rollout
V- i |
| &
i 3 B\
E Goal: Build an initial proof of refinement : '- _j-_—-._\x' |
| = concept (MVP) quickly. i loop f - o Nl |
T E Action: Test core features with a : ' |
1 o small, controlled group to identify : - | |
| 9| technical and UX gaps early. Goal: Scale to the broader ¢ [a 1
N\ | N Organization ~
NNl Goal: Improve UXand finalize ¢ Action: Sustain value
— Version 1. ; through continuous : |
Action: Integrate new data ; updates, user support, and ’1 |
sources, connect systems, ¢ agile responses to new ' |
and rework core functionalities : insights.
based on Pilot feedback. ' = |
.

Time

T Gernini MNotebook



The Evolution of Human Capital

The Maizey Al Example

]_i Testers | .
T 1% 4 f‘-l‘.r" ‘
| :

Late Stage (Rollout)

‘Scalability ]
& Securit},__f-

R 7

| {
N
= Heavy reliance on core Builders Transition (Optimize) - Testers morph into UX Analysts. I
and initial Testers for the MVP. The team reskills rather Developers shift focus from core building it [
than replaces. to scalability and security tasks. |
S — 7 — : = 1: ] : !
F Key Insight: Evolving pod roles aligns skills with shifting project needs while preserving \i =

team cohesion and deeply ingrained project institutional knowledge.




Continuous Oversight: Tracking the Solution

Preventing post-launch failure through telemetry.

f.

QUALITATIVE

f— |
| U\ ADOPTION ~ QUANTITATIVE
\—

Track user penetration, usage Proactively gather qualitative Periodically track KPIs tied directly
frequency, and total stories (frustrations, feature to the original business problem
engagement time to requests) and quantitative data (e.g., operational efficiency, financial =,

measure true adoption. from both satisfied and metrics) to ensure intended impact. ®—~

dissatisfied users.
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The Compound Effect of the Pod

Empowered Structure The Geometric Engine -
The autonomous Hub-and-Spoke

Role Evolution
& Adaptation

The Pod adapts its
skills and architecture
based on the data.

-— Team executes the project. _

POR Lifecycle =

and Rollout phases.

Oversight Data

Generation of continuous
Usage, Feedback, and
Value Lever data.

y —

Final Takeaway: A meticulously engineered Innovation Pod doesn't just launch a GenAl product; it creates a

l‘ self-sustaining engine of continuous optimization, neutralizing post-launch failure and driving long-term ROI. ‘

——— e .

« -

|
“‘ﬁ ) -f.x.

The team navigates ::\j‘“\

the Pilot, Optimize, =\
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