PM World Journal (ISSN: 2330-4480) Leading successful Al projects
Vol. Xlll, Issue VIII — August 2024 by Naga Mallika Gunturu
www.pmworldjournal.com Advisory Article

Leading successful Al projects?

Naga Mallika Gunturu

The Al market is projected to reach a staggering $407 billion by 2027, experiencing
substantial growth from its estimated $86.9 billion revenue in 2022. Successfully
managing Al projects is complex and requires a nuanced approach distinct from typical
software projects. Here are some of the best practices for effective management of Al
projects.

Start with clear objectives

Setting the trajectory of an Al project begins with a pivotal first step: clearly defining the
problem you aim to solve. Establish a precise problem statement, objectives, and goals
that align with your organization’s strategic vision. This foundational step lays the
groundwork for success. Adopting SMART goals—specific, measurable, achievable,
relevant, and time-bound—facilitates alignment across teams and ensures focused
efforts towards a common goal.

Al projects often entail significant experimentation and require substantial upfront
investments. Therefore, it is critical to secure organizational alignment on funding
priorities early on. This alignment not only supports financial planning but also reinforces
the project’s strategic importance within the organization.

Build a cross-functional team

Al projects necessitate a diverse range of expertise spanning data scientists, domain
experts, software engineers, business analysts, and software architects. Additionally,
collaboration with ancillary teams such as security, data privacy, legal, and risk
management is crucial. Each of these roles and teams plays a pivotal role in different
facets of Al project development and deployment.

e Data scientists play a critical role in leveraging data-driven approaches to
develop models and drive informed decision-making within Al projects. Their
expertise spans data preprocessing, modeling techniques, performance
evaluation, deployment, and continuous improvement.

! How to cite this work: Gunturu, N. M. (2024). Leading successful Al projects, advisory, PM World Journal, Vol.
XII1, Issue VIII, August.

© 2024 Naga Mallika Gunturu
https://pmworldlibrary.net/ Page 1 of 7



http://www.pmworldjournal.com/
https://pmworldlibrary.net/

PM World Journal (ISSN: 2330-4480) Leading successful Al projects
Vol. Xlll, Issue VIII — August 2024 by Naga Mallika Gunturu
www.pmworldjournal.com Advisory Article

e Domain experts provide contextual knowledge essential for accurate problem
framing. They help identify relevant data sources, assess data quality, and ensure
that the data used for training Al models is accurate, representative, and aligned
with domain-specific nuances and requirements. They also influence the feature
selection process to improve model accuracy and relevance and collaborate with
data scientists to interpret Al model outputs and validate their relevance and
accuracy in real-world scenarios.

e Software engineers design and develop the infrastructure needed to support Al
applications, including data pipelines, APIs, and scalable computing architectures.
This involves ensuring that the Al models can process data effectively and
integrate seamlessly with existing systems.

e Business analysts understand business needs, define project requirements, and
ensure that the Al solutions align with the overall business objectives.

e Software architects translate business requirements into technical solutions,
while also addressing challenges related to scalability, performance, integration,
security, and compliance. Their role is pivotal in ensuring that Al systems are not
only functional but also reliable, efficient, and aligned with organizational
objectives

e Security, data privacy, legal, and risk management teams safeguard Al
projects against potential threats, ensure compliance with regulations, and
manage associated risks.

e Project Manager plays a crucial role of orchestrating the planning, execution, and
successful delivery of Al projects. They provide strategic direction, leadership, and
oversight, ensuring that Al solutions are developed, deployed, and integrated
effectively to achieve business objectives and deliver value to stakeholders.

Ensure Data quality and Data availability

Al systems rely on high-quality data to function effectively. Hence investing time in data
preparation is essential. Clean, organize, and validate your data to ensure its accuracy
and relevance. Additionally, make sure data is accessible to all team members who need
it, while maintaining appropriate security and privacy measures.

In some situations, using synthetic data, which is artificially generated data that mimics
real data or using dummy data, which is sample data used for testing and development
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can be beneficial to help simulate scenarios, test algorithms, and ensure your systems
are robust before deploying them in real-world environments.

Security and privacy measures are critical in managing Al data. Implement strong
encryption methods to protect data both at rest and in transit. Access controls should be
enforced to ensure that only authorized personnel can view or manipulate the data.
Regular audits and monitoring can help detect and respond to any unauthorized access
or anomalies. Privacy measures could include anonymizing or pseudonymizing data to
protect individuals' identities and comply with regulations such as GDPR. Additionally,
consider adopting a privacy-by-design approach, where privacy considerations are
integrated into every stage of the data lifecycle, from collection to deletion. This helps
ensure that your data handling practices are not only secure but also respect the privacy
rights of individuals.

Start small and get quick feedback

Starting with a small-scale pilot project allows you to test your Al solution in a controlled
environment. This approach helps in identifying potential issues and making necessary
adjustments before a full-scale rollout. A successful pilot project also builds confidence
and support among stakeholders.

e Scope: Define the pilot's scope and objectives. Clearly outline what the pilot aims
to achieve and the boundaries within which it will operate. This includes specifying
the use cases, data sources, user base, and any limitations.

e Metrics: Establish metrics to evaluate success. Define the key performance
indicators (KPIs) that will measure the effectiveness of the Al solution. These could
include accuracy, efficiency, user satisfaction, and return on investment (ROI).

e Duration: Set a timeline for the pilot phase. Define the start and end dates, and
establish milestones to track progress. Ensure the timeline is realistic and allows
for adequate testing and iterations to incorporate pilot feedback.

e Resources: Allocate necessary resources. Identify and assign team members,
technology, and budget required for the pilot. Ensure that the team has the
necessary skills and tools to execute the project effectively.

e Stakeholder Involvement: Engage stakeholders from the outset. Communicate
the pilot's goals, progress, and outcomes to relevant stakeholders, including
management, end-users, and technical staff. Their input and support are crucial
for the pilot’s success and eventual scaling.
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e Risk Management: Identify potential risks and develop mitigation strategies.
Assess any technical, operational, or market risks that could impact the pilot. Have
contingency plans in place to address challenges promptly.

e Feedback: Collect and analyze feedback to refine the Al solution. Use surveys,
interviews, and performance data to gather insights from users and other
stakeholders. This feedback is invaluable for making improvements.

e Post-Pilot Evaluation: Conduct a thorough evaluation at the end of the pilot.
Compare the outcomes against the predefined metrics and objectives. Document
lessons learned and decide whether the Al solution is ready for scaling, it needs
further refinement, or it should be reconsidered.

Focus on Al Governance

Al Governance is crucial for ensuring ethical, secure, and effective use of Al
technologies. It mitigates risks like bias and privacy breaches, fosters transparency and
accountability, aligns Al with regulatory requirements, and builds trust among
stakeholders. Effective governance frameworks ensure Al benefits society while
minimizing potential harms. Some of the key aspects that Al projects should focus on
are:

e Regulatory Compliance: Ensure the Al project complies with relevant laws,
regulations, and industry standards. Adhere to data protection regulations, such
as GDPR.

e Transparency and Explainability: Design Al systems that can explain their
decisions in understandable terms.

e Accountability: Clearly define roles and responsibilities for team members
involved in the Al project. Implement mechanisms to track and audit Al system
decisions and actions.

e Bias and Fairness: Implement methods to detect and mitigate biases in data and
algorithms. Conduct fairness assessments to ensure equitable outcomes for all
users.
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Data Governance: Ensure the accuracy, completeness, and integrity of the data
used in Al projects. Implement measures to protect the privacy and confidentiality
of user data.

Security: Design Al systems to be resilient against failures and adversarial
attacks. Implement security protocols to protect Al systems from cyber threats.

Monitor and Maintain Al models

Al models require continuous monitoring and maintenance to ensure they remain
effective over time. Deploying a model is not the end of the project, rather it is the
beginning of a life cycle that includes monitoring performance, retraining models with new
data, and updating them to reflect changes in the environment.

Concept drift occurs when the task that the model was originally designed to
perform changes over time. For example, a fraud detection system for credit card
transactions might experience concept drift if fraudsters change their tactics to
avoid detection, leading to new patterns of fraudulent behavior that were not
present in the training data.

Data drift, also known as covariate shift, occurs when the statistical properties of
the input data change over time, which can lead to model performance
degradation. For example, a model detecting fraudulent credit card transactions
might face data drift if the transaction patterns of legitimate users change, such as
an increase in online shopping during a pandemic.

Monitoring Practices:

Measure model performance: Track key metrics such as accuracy, precision,
recall, and F1 score.

Detect drift: Identify when the model's performance degrades due to either
concept drift or data drift.

Retrain model: Establish a cadence for regular retraining with fresh data.

Measure and Communicate success

Measuring the success of your Al project is crucial for demonstrating its value to
stakeholders. Highlight both quantitative and qualitative benefits to provide a
comprehensive view of the project's success.
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Success Metrics

e Business Impact: Measure improvements in key performance indicators (KPIs)
such as revenue, cost savings, and customer satisfaction.

e Model Performance: Track the accuracy, precision, recall, and F1 score of Al
models.

e User Feedback: Gather feedback from end-users to assess satisfaction and
usability.

In conclusion, managing Al projects requires a strategic approach that integrates clear
objectives, cross-functional collaboration, data quality, and continuous monitoring. By
following these best practices, organizations can navigate the complexities of Al
projects and achieve successful outcomes that drive innovation and business growth.
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