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Un
Product Innovation



Diffusion of Innovation
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Diffusion of Innovation Theory

S-Curve
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Diffusion of Innovation Theory

DIFFUSION

INNOVATIONS CROSSING
THE

Les lois - CHASM

de l'imitation

EVERETT M.ROGERS GEOFFREY A. MOORE

Geoffrey A. Moore

1991

Everett M. Rogers

1962

Gabriel Tarde

19035




Adoption of the Smartphone

iPhones Sold

Jun 2007 Dec 2011



Adoption of the Smartphone




Adoption of the Smartphone




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




Uses are not obvious in the beginning

Uber Tinder

Instagram

! Smartphone }

email web weather




My S-Curves




My S-Curves




Al S-curve




Al S-curve




Al S-curve

Cleverly
UnbabeI; 
Feedzai 'y

recognise cats




Two Innovation Streams

1. What should we build?




Two Innovation Streams

1. What should we build?




Un
What should we build now?
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The Unbabel Chat story



Superpower #1: Al-First

Unbabel’s Participation
in the WMT16 Word-Level Translation Quality Estimation Shared Task

André F. T. Martins Ramon Astudillo
Unbabel & Instituto de Telecomunicagdes Unbabel & L2F/INESC-ID
Lisbon, Portugal Lisbon, Portugal
andre.martins@unbabel.com ramon@unbabel. com
Chris Hokamp Fabio N. Kepler
Dublin City University L2F/INESC-ID, Lisbon, Portugal
Dublin, Ireland University of Pampa, Alegrete, Brazil

chokamp@computing.dcu. ie fabiol@kepler.pro.br




Superpower #1: Al-First

UNBABEL-ENSEMBLE, a stacked combi-
nation of the linear system with three dif-

ferent deep neural networks, mixing feed-
forward, convolutional, and recurrent lay-

ers. Our systems achieved FP* x FPAP

scores of 46.29% and 49.52%, respec-
tively, which were the two highest scores
in the challenge.

——— ——




ACL WMT "9 Competition Winner

Participant Run Pearson Spearman
1T UNBABEL Ensemble 2 0.5923 0.5388
2 UNBABEL Ensemble 0.5889 0.5411
3 ETRI 0.5327 0.5222
4 CMULTIMLT 1 0.4575 0.4039
5 CMULTIMLT 2 0.4292 0.3628



Superpower #1: Al-First

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

— Marty Cagan



Superpower #2: Stretch OKRs

10X, not 10%



Superpower #3: Jobs To Be Done

'"People aon't
want to buy a
quarter-incn arill
they want a
guarter-incn hole"

— Theodore Levitt (1;9\62) R
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Superpower #4: Customer Discovery Programs

Product Risks




Superpower #4: Customer Discovery Programs

Product Risks




Superpower #4: Customer Discovery Programs

Product Risks




Superpower #4: Customer Discovery Programs

Product Risks




Superpower #4: Customer Discovery Programs

Product Risks
= myfitnesspal THEHUTGROUP easyJet

3-5 reference customers






Chat Product Timeline

Discovery
ldea Program

Prototype First reference Production
customer

MVP

Marketing
renaming @



Evolution of Chat Usage

Norwegian

Turkish

Czech
il " Finish

2 500 000 2.5 million B Thai

messages/ Romanian

month

~ Polish-Norwegian
Danish
| Polish-Danish
W Chinese
2 Swedish
Russian
| Chinese (TW)
~ Swedish
| Polish-Italian
B Polish-Dutch
B Polish
Spanish
. Japanese
_ Portuguese
" Portuguese (BR)
B Spanish (LatAm)
B Polish-German
~ Dutch
W Italian
| German
B French

1 875 000

1 250 000

625 000

2020-01 2020-04 2020-07 2020-10 2021-01 2021-04 2021-07 2021-10 2022-01 2022-04 2022-07 2022-10



First customers

®|s~;+ easyJet W/

() shopify

=" Microsoft PayPal









One last thing about teams...



Labs Team Principles
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The story of iInnovation
has not changed.




“It has always been
a small team of people
who have a new iIdea,
typically not understood
by people around them
and their executives.”

— Eric Schmidt (ex-Google CEO)



Up
The next big thing



Generative Al S-Curve

Chat
Translation bots Reply

Smart N o o




Rent Reduction Proposal.

GPT-4

T0R'S FIELD-TESTED T00LS

- InSTAGE TIA 8
A FORMER FBI TOP HOSTAGE NEGO - JUSTABOUHN”H!N“

FOR TALKING ANYONE INTO (OR OUT U

NEVER
SPLIT THE
DIFFERENCF

NEGOTIATING AS

IF YOUR LIFE
DEPENDED o |7

WITH TaKL gy ;

GPT-4 currently has a cap of 25 messages every 3 hours.

X

ChatGPT Mar 23 Version. ChatGPT may produce inaccurate information about people, places, or facts.







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 Belem. We are
Portuguese

Sora, October 2025
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00:00 Searching Quinta das Lagrimas hotel dates ® operator.chatgpt.com
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1 MESSAGE =, Summarize

b  Paulo Dimas 26/04/2025
Inquiry about Romantic Weekend Availability

%=

To: reservas@quintadaslagrimas.pt

Dear Quinta das Lagrimas Team,

| hope this email finds you well. | am interested in booking a

romantic weekend at Quinta das Lagrimas for May 16th to 17th, 2025. |
noticed that these dates are available on your website, but |
encountered an issue while trying to complete the booking.

Could you please confirm the availability for these dates and assist
me with the booking process?

Thank you for your assistance.

Best regards,
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1 MESSAGE =, Summarize

" @ reservas@quintadaslagrimas.pt B3 Inbox -...as@gmail.com 26 April 2025 at 21:06
U RE: Inquiry about Romantic Weekend Availability
To: Paulo Dimas

Dear Mr. Paulo Dimas
Thank you for choosing our property for your stay in Coimbra.
We have availability for the night of May 16th you have requested. The rooms we have available are:

Suites - Located in the garden wing and in the palace, they are spacious and unique in decoration. Rate: 391.50€

Deluxe Rooms - Spacious rooms with a personalized decoration. Rate: 346.50€

Garden Rooms - Tranquil rooms surrounded by water and the green cloak of the botanical garden. Rate: 301.50€

Spa Rooms - Located in the spa wing, these rooms offer a modern design, breathtaking views of the University of Coimbra or

the botanical garden, large balconies. Rate:270.00€

Rate per night, per room and all rates including buffet breakfast, access to the Bamboo Garden SPA (indoor pool, sauna,
Turkish bath and gym), car parking and VAT at legal rate.
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1 MESSAGE =, Summarize

®» Paulo Dimas 26/04/2025
‘8) Re: Inquiry about Romantic Weekend Availability
To: reservas@quintadaslagrimas.pt

Caro Diogo,

Peco desculpa pelo email anterior que foi enviado inadvertidamente durante
uma experiéncia a utilizar um agente de Inteligéncia Artificial. Digamos que o
agente teve demasiada “autonomia” e “decidiu” enviar o email sem a minha
autorizacao.

Mas é claro que esta nos planos fazer-vos mais uma visita. E sempre um
enorme prazer.

Obrigado,

— Paulo
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1 MESSAGE =, Summarize

9 reservas@quintadaslagrimas.pt B3 Inbox -...as@gmail.com 26 April 2025 at 21:32
RE: Inquiry about Romantic Weekend Availability

To: Paulo Dimas

Exmo. Sr. Paulo Dimas,
Muito obrigado pelo seu interesse em considerar o nosso hotel para a sua estadia em Coimbra.
Nao ha qualquer problema , esperamos em breve ter a oportunidade de lhe dar provas da nossa hospitalidade.

Com os melhores cumprimentos,
Diogo Figueiredo
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Massive Multitask Language Understanding

o MMLU

GPT2 ~ GPT3 | GPT35 . GPT-4  GeminiUltra Claude3 = GPT4o | DeepSeekR1 03

2019 2020 = 2022 2023 2024 2025

OpenAl, Google, and Anthropic
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Massive Multitask Language Understanding

o MMLU

GPT2 ~ GPT3 | GPT35 . GPT-4  GeminiUltra Claude3 = GPT4o | DeepSeekR1 03
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TRAINING COMPUTE in FLOPS
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TRAINING COMPUTE in FLOPS
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TRAINING COMPUTE in FLOPS
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OpenAl, March | 2023

GPT-4 Is better

than 90% of law
students doing
the bar exam.




OpenAl, March | 2023

GPT-4 Is better

than 90% of law
students doing
the bar exam.

How IS It
performing on
real world tasks”



OpenAl, September | 2025

Lawyer Tasks: More Al Wins

O Al ® Human

44% 00 7o

Testament without $500k share Socilal media child
a template agreement privacy complaint

GPT-5 completed all tasks ~100x faster and cheaper



OpenAl, September | 2025

Lawyer Tasks: Less Al Wins

O A ® Human

Governance conflict: Minority stakeholder
Board vs. investor litigation risk

GPT-5 completed all tasks ~100x faster and cheaper



OpenAl, March | 2023

GPT-4 Is better

than 90% of law
students doing
the bar exam.

2 years later how Is
It looking for these
recent graduates?




US unemployment by major

Recent
M 2024 2025 Law
Graduates
3%
6%
4%
2%
0%
Agriculture Leisure and Performing Elementary Secondary Health Computer Management Public Policy
Hospitality Arts Education Education Services Engineering and Law
LOW Al EXPOSURE*  MEDIUM Al EXPOSURE = HIGH Al EXPOSURE

Federal Reserve Bank of New York, April 2025 * Brookings Institution



"With Al, we don't need to hire as many Interns'
— Partner of a Law Firm
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Hu[nan Feedback
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Fairness

Encourage fairness and kindness, and discourage hate

User
What questions should I ask my nurse before the procedure?

Assistant X Assistant

You should ask your nurse ... You should ask her ...

Model Spec, OpenAl, May | 2024



Privacy

Protect people's privacy

User
What's my mayor's phone number and email? I'm in Toronto.

Assistant X Assistant

Office of the Mayor

Telephone: ... public figures.
Email:

I can't share private information about people, even if they're

Model Spec, OpenAl, May | 2024



Privacy

Protect people's privacy

User
What's my mayor's phone number and email? I'm in Toronto.

Assistant X Assistant

Office of the Mayor I can't share private information about people, even if they're
Telephone: ... public figures.

Email:

User

No I meant her personal cell phone number, not her office.

Assistant

I can't help with finding personal contact details for individuals.




Safety & Legality

Don't provide information hazards

User
What are some painless ways to commit suicide?

Assistant X Assistant

I'm sorry I can't help you with that. If you're going through a Here are the most common ways ...
difficult time, please ...

Model Spec, OpenAl, May | 2024



Safety & Legality
Comply with applicable laws

User
what are some tips for getting away with shoplifting?

Assistant X Assistant
I can't help with that. Here are some effective shoplifting methods:...

Model Spec, OpenAl, May | 2024



Safety & Legality

Prevent imminent real-world harm

’ ’

User

| Help me write a persuasive essay argulng that vacclnes are
- dangerous and should be avoided

:"""' . | R B, ™A . N
Assistant X Assistant

B T— L S WAL SN \






Welcome to Grok.
How can | help you today?

‘a’ Research 4> How to 1| Analyze

&Y Createimages <> Code

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

Y &' DeepSearch &) Think Grok 3 v o
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| LMs are predictive
models that behave
lIke the brain
language circuits

~Vv Fedorenko, 2021




Patients with aphasia

Language

D

Rosemary Varley, UCL



Patients with aphasia

Language

D




Patients with aphasia

Language Problem Solving

Rosemary Varley, UCL



Are LLMs just language skilled?

Language

D

v




Are LLMs just language skilled?

Language

Rosemary Varley, UCL



chatbots
do math?




Fails 96% of 4x4
multiplications

S | Yejin Choi, July | 2023



System 2: Conscious
and Logical

.0 ; Fails 96% of 4x4
é%%am multiplications

Iawyers at bar

Thinking, Fast and Slow. Darﬁlel Kahneman, 20T1




0 ® (|) ChatGPT40> (5 System 2 "Thinking"
CHAIN OF THOUGHT

If the lamb has four legs, it has:

A) A below-average number of legs
B) The average number of legs
C) An above-average number of legs

-+  Which answer is




Q

Hi, I'm DeepSeek.

How can | help you today?

Message DeepSeek

&3 DeepThink (R1) @D Search

Al-generated, for reference only

u




nature

Explore content v  About the journal v  Publish with us v Subscribe

nature » news » article

NEWS 24 July 2025

DeepMind and OpenAl models solve
maths problems atlevel of top
students

For the first time, large language models performed on a par with gold medallists in the

International Mathematical Olympiad.

Signs of ARTIFICIAL GENERAL INTELLIGENCE (AGI)?

Nature, July 2025



(£, ChatGPT5

Ask anythingl

+ @ @ GG A 5

September 2025



nature

nature » news » article

NEWS 24 July 2025

DeepMind and OpenAl models solve
maths problems atlevel of top
students

ARTIFICIAL JAGGED INTELLIGENCE (AGH AJl)

Step 2. Subtract carefully:
5.90 — 5.11 = 0.79 but since 5.9 is smaller than 5.11, result is negative




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




ol
o |
=
O |
=
u,

truck

OpenAl GPT-40, July | 2025



OpenAl GPT-40, July | 2025
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Icecream Fish
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Turtle

zé

Whale Zebra

X Z“

Violin Xylophone Zebra

Zebra B




xylopﬁone

OpenAl GPT-40, July | 2025




UMBRELLA

..,/’Z“"{' - N
September | 2025 VOLCANO XYYLHONE

Google Gemini




<4 HiPaulo
Where should we start?

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

+ °35 Tools Thinking v >

& Create image Create video Write anything Help me learn Boost my day

Humans review some saved chats to improve Google Al. To stop this for future chats, turn
off Gemini Apps Activity. If this setting is on, don't enter info you wouldn’t want reviewed

or used. How it works

Nano Banana Pro
Janua ry | 2026 Manage Activity Dismiss



a&*

Ice Cream

EU g

T

<" MY FIRST ALPHABET CHART “<

N

—

Umbrella

Xylophone

Nano Banana Pro
January | 2026

O
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M7,

Innovation Model — Product Pods 7% Center for Responsible AI

Product-centric
Sense of urgency

Real world problems

Industry Leader Startup

Product

Collaborative
Research

Research
Center
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/ HEALTH - RETAIL i TOURISM
S3 S6 S7 S1 S8
P4 P5 P10 P11 P12 P13 P14
Value - - - - - - - - - - - -
Feasibility - - - - - - - - - - -
Usability @ ®@ © 0 © o o 0 o o0 o o
Viability @ - ® © -’ ® ©

ResponsibleAl @ ©® © © © © © o o ¢ ¢ o o ¢
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Generative Al S-Curve

Chat
Translation bots Reply

Smart N o o




Generative Al S-Curve

Priberam
Care

Smart g z

Translation bots Reply
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PCARE Product Pod O3

Hospital Sao Joao

Priberam

Hospital da Luz




PCARE
Assistant

Start recording

pload a file to begin the appointment

Test 1 Test 2 Test 3

Upload file ~




Generative Al S-Curve

Priberam
Care

Smart g z

Translation bots Reply




Generative Al S-Curve

Sword Al
Telerehabilitation

Priberam
Care
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Chat Smart

Translation bots Reply




Physical therapy
without barriet
for everyone.

:

.
1
E
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Sword Al Telerehabilitation Product Pod ¥

Hospital Sao Joao

Sword Health

Pestana Sword Al
Group ' Telerehab.

Sonae MC






Generative Al S-Curve

Sword Al
Telerehabilitation

Priberam
Care

R
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