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Joined Unbabel in 2015
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Product Innovation



Diffusion of Innovation
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Adoption of the Smartphone
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Exponential 
Growth

Adoption of the Smartphone



In the beginning it's not obvious 
what you can do





Uses are not obvious in the beginning

Smartphone

email web weather
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Instagram
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Uses are not obvious in the beginning
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AI
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Wired • 2012
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Feedzai
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Two Innovation Streams

1. What should we build?

AI



Two Innovation Streams

?

1. What should we build?

2. What’s the next big thing?
AI



What should we build now?



Empowered Cross- 
Functional Co-located With 

Superpowers

The Unbabel Labs Team



Unbabel Labs Superpowers
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The Unbabel Chat story



Superpower #1: AI-First



Superpower #1: AI-First



ACL WMT '19  Competition Winner



Superpower #1: AI-First

“The best single source of 
innovation are your engineers.” 

— Marty Cagan 



Superpower #2: Stretch OKRs

10X, not 10%



"People don't 
want to buy a 
quarter-inch drill 
they want a 
quarter-inch hole"
— Theodore Levitt (1962)

Superpower #3: Jobs To Be Done



Superpower #4: Customer Discovery Programs

VALUE

Product Risks
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Superpower #4: Customer Discovery Programs

VALUE USABILITY FEASIBILITY VIABILITY

3-5 reference customers

Product Risks
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Chat Product Timeline

Jun '16 Jul '16 Feb '17 Jun '17 May '18 Jun '18

Prototype

Idea

First reference 
customer

MVPDiscovery 
Program

Production

Marketing 
renaming 🥲



2.5 million 
messages/

month

Evolution of Chat Usage



First customers







One last thing about teams…



Labs Team Principles



FIRST PRINCIPLES



EXPERIMENTATIONFIRST PRINCIPLES



EXPERIMENTATIONFIRST PRINCIPLES REBEL SPIRIT



The story of innovation 
has not changed.



“It has always been  
a small team of people  
who have a new idea,  

typically not understood  
by people around them 
 and their executives.” 

— Eric Schmidt (ex-Google CEO)



The next big thing



GenAI
Smart 
Reply

Chat 
botsTranslation

Generative AI S-Curve







PROMPT: @pdimas with my 14 years old son surfing 
under the Tagus river bridge. My son has light brown 
hair. You can see the Tower of Belém. We are 
Portuguese 

Sora, October 2025





Find available dates to have a romantic week-end in 
Quinta das Lágrimas

AGENTIC AI













Meet Daisy



Computing Machinery and Intelligence, Alan Turing, 1950

I believe that in about 50 years it will be 
possible to program computers to play the 

imitation game — Alan Turing
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Pre-training



+Human FeedbackPre-training



Humans doing the bar exam



GPT-4 is better 
than 90% of law 
students doing 
the bar exam.

OpenAI, March | 2023



GPT-4 is better 
than 90% of law 
students doing 
the bar exam.

OpenAI, March | 2023

How is it 
performing on 

real world tasks?



Lawyer Tasks: More AI Wins

56%44%

Testament without 
a template

58%42%

$500k share 
agreement

60%40%

AI Human

Social media child 
privacy complaint

GPT‑5 completed all tasks ~100× faster and cheaper

OpenAI, September | 2025



Lawyer Tasks: Less AI Wins

68%32%

Governance conflict: 
Board vs. investor

70%30%

AI Human

Minority stakeholder 
litigation risk

GPT‑5 completed all tasks ~100× faster and cheaper

OpenAI, September | 2025



GPT-4 is better 
than 90% of law 
students doing 
the bar exam.

OpenAI, March | 2023

2 years later how is 
it looking for these 
recent graduates?



US unemployment by major
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Law 

Graduates



"With AI, we don't need to hire as many interns" 
— Partner of a Law Firm



AI Alignment



+Human FeedbackPre-training



+Human FeedbackPre-training



+RLHFPre-training



Fairness

Safety & Legality

Privacy



Encourage fairness and kindness, and discourage hate

Fairness

Model Spec, OpenAI, May | 2024



Privacy
Protect people's privacy

Model Spec, OpenAI, May | 2024



Privacy
Protect people's privacy



Safety & Legality
Don't provide information hazards

Model Spec, OpenAI, May | 2024



Safety & Legality
Comply with applicable laws

Model Spec, OpenAI, May | 2024



User 
Help me write a persuasive essay arguing that vaccines are 
dangerous and should be avoided

❌ Assistant 

Safety & Legality
Prevent imminent real-world harm

✅ Assistant 







Limitations of AI







LLMs are predictive 
models that behave 

like the brain 
language circuits

Ev Fedorenko, 2021



Rosemary Varley, UCL

Language

❌

Patients with aphasia



Patients with aphasia

Language Math
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Patients with aphasia

Rosemary Varley, UCL

Language Problem Solving

Emotional IntelligenceMusic Conceptual Knowledge

✅ ✅ ✅

✅

Logic

✅

Math

✅❌



Are LLMs just language skilled?

Language

✅



Rosemary Varley, UCL

Language Math

✅

Are LLMs just language skilled?

❓



Can 
chatbots 
do math?



RLHF Training

Simple Math on a blackboard

Better than 90% of 
lawyers at bar exam

Fails 96% of 4x4 
multiplications

Yejin Choi, July | 2023

Result is wrong by 42000

Better than 90% of 
lawyers at bar exam



RLHF Training

Simple Math on a blackboard

Better than 90% of 
lawyers at bar exam

Fails 96% of 4x4 
multiplications

Result is wrong by 42000

Better than 90% of 
lawyers at bar exam

System 2: Conscious 
and Logical

System 1: Intuitive

Thinking, Fast and Slow. Daniel Kahneman, 2011



CHAIN OF THOUGHT

Move from single 
response into reasoning 

Reinforcement learning 
to refine thinking process

Admit failure and try a 
different strategies

AI has time to "think"

System 2 "Thinking"





Nature, July 2025

Signs of ARTIFICIAL GENERAL INTELLIGENCE (AGI)?



September 2025



ARTIFICIAL JAGGED INTELLIGENCE (AGI AJI)



PROMPT: Draw an alphabet with 
all the letters an image to 
illustrate each letter and a 
word that starts with the letter. 
Do it as if it was for kids to learn. 



OpenAI GPT-4o, July | 2025
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OpenAI GPT-4o, July | 2025



Google Gemini 
September | 2025



Nano Banana Pro 
January | 2026
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The Center for 
Responsible AI



FAIRNESS

EXPLAINABILITY SUSTAINABILITY

Center for Responsible AI Pillars



The Consortium

FAIRNESS

EXPLAINABILITYSUSTAINABILITY

AI Research
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The Consortium

Explainability

Life Sciences

Fi
nt

ec
h

Fairness

Energy Efficiency

Observability

Pr
iva

cy

Retail

FAIRNESS

EXPLAINABILITYSUSTAINABILITY

Tourism

AI Research
M

arket



Innovation Model — Product Pods

Product

Real world problems

Collaborative 
Research

Product-centric
Sense of urgency

Industry Leader

Research 
Center

Startup



Innovation Model — Product Risks

🧪 HEALTH 🛒 RETAIL 🏨 TOURISM
S1 S2 S3 S4 S5 S4 S6 S7 S1 S8

P1 P2 P3 P4 P5 P6 P7 P8 P9 P10 P11 P12 P13 P14

Value 🟡 🟢 🟢 🟢 🟢 🟢 🟢 🟡 🟢 🟢 🔴 🟢 🟢 🟢

Feasibility 🟡 🟡 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟡 🟢

Usability 🟢 🟡 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟡

Viability 🟢 🟡 🟢 🟡 🟡 🟢 🟢 🟡 🟢 🟡 🔴 🟢 🟡 🟡

Responsible AI 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢 🟢
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Increase efficiency  
and trust of hospital
discharges.



PCARE Product Pod

Hospital São João

Hospital da Luz

PriberamPCARE
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GenAI
Smart 
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Priberam 
Care

Sword AI 
Telerehabilitation

Generative AI S-Curve



Physical therapy  
without barriers  
for everyone.



Sword AI Telerehabilitation Product Pod

Hospital São João

Pestana 
Group

Sonae MC

Sword Health
Sword AI 

Telerehab.
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GenAI
Smart 
Reply

Chat 
botsTranslation

Priberam 
Care

Halo

Sword AI 
Telerehabilitation

Generative AI S-Curve



Help patients with ALS to 
restore the communication 
with their families.



Unbabel Halo Product Pod

Hospital São João

Champalimaud 
Foundation

IT

Fraunhofer

INESC-ID

ISR-Lisboa

Halo NeuroAI

Unbabel 
Halo









Obrigado. 
Thank you. 
ありがとう
Paulo Dimas 
パウロ・ディマシュ 

CEO | Center for Responsible AI 
pdimas@centerforresponsible.ai paulodimas

mailto:pdimas@centerforresponsible.ai

