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Warning: Most Al

Tools Are a Waste

of Money. 1%

The challenge isn’t AT's potential, of companies

it’s the widespread lack of a moasurable payback |

from generative Al.
(Sou rce: Worklytics)

disciplined vetting process.
This playbook provides the
competitive edge needed to find

850/0 of organizations misestimate
the valuable 1%. "

Al project costs by more than 10%.

{Source: Xenoss)



Introducing Your 5-Step Playbook for Smart Al Vetting

We are moving beyond hype to provide a structured process focused on what truly matters:
Performance, Compliance, and Economic Impact. This playbook turns chaos into clarity.

STEP1: The Game Plan

STEP 2: The Test Drive
STEP 3: The Background Check

: ﬁ STEP 4: The Price Tag
- STEPS5: ThelLong Haul




STEP1: THE GAME PLAN

Don’t Start Shopping Until You Have a Map

Before evaluating any tool, you must define what success looks like and understand
the regulatory rules. A clear strategy prevents buying a “solution” for a problem you

don't actually have.

Define a Measurable Pain Point

Be specific. Is it reducing support ticket time or
automating report generation? If you can't measure
the problem, you can't measure the improvement.
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Pain Point Measurable Goal Al Solution

Understand the Regulatory Landscape

Al is not the Wild West. Laws like the EU AI Act and
data privacy regulations like GDPR have major
implications for how you can use Al, especially with
employee or customer data.
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STEP 1: THE GAME PLAN

Is Your Al ‘High-Risk’? The Answer Changes Everything.

The EU Al Act classifies Al used in employment, pay, or credit scoring as “high-risk.” This isn’t just a
label; it’s a mandate for extreme transparency and documented human oversight.

For high-risk Al, a vendor’s ability to explain kow a decision was made (explainability)
becomes more important than raw accuracy. A ‘black box’ model is a massive legal liability.
This traceability ensures that human experts remain in control of final decisions.

Does the Al affect hiring, pay, or credit?

YES

Killer Stat: Compliance for high-risk

HIGH-RISK ZONE: Transparency systems can add a 40-80% cost
multiplier to the Total Costof

Ownership (TCO). (Source:

& Human Oversight are
NON-NEGOTIABLE. Comprehensive Framework)




STEP 1: THE GAME PLAN

Your Pre-Flight Checklist

Ask these critical questions internally before you engage with a single vendor.

@} D Pain Point: What specific, measurable pain are we trying to eliminate?

@’ D Success Metric: What does success look like in 6 months (e.g., 20%

reduction in X, 15% increase in Y)?

Data: What data will the Al need? Is it sensitive? Where does it live, and
will itleave our secure environment?

Risk Level: Based on our use case (e.g., employment, pay), are we
( \ operating in a high-risk category under regulations like the EU Al Act?



STEP 2: THE TEST DRIVE

Pop the Hood: Moving Beyond the Sales Demo

A slick demo is not proof of performance. You must vet the tool’s technical efficacy with
real-world metrics and tests that prove it works reliably for your specific needs.

A~

Quantitative Metrics

The "hard numbers" of
performance. How well does
the model predict, generate, or
classify?

Operational Performance

How fast and scalable is it? An
accurate model that's too slow
for your business is useless.

Yy
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Reproducibility

Canit achieve consistent results
under the same conditions? If
not, you can't trust it for
benchmarking or rely onit for
audits.



STEP 2: THE TEST DRIVE

A Cheat Sheet for Key Al Report Cards

You don't need to be a data scientist, but you need to know what to look for in a vendor’s technical benchmarks.

For Predictive Models For Generative Language Models For Generative Image Models

(e.g., Fraud Detection) (e.g.. Chatbots) (eg., AlArt)

Accuracy, Precision, Perplexity (PPL) Fréchet Inception

Recall, F1Score Distance (FID)

o @) |
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A family of metrics that balance being Measures the model’s “confusion.” A Measures how “real” generated images
correct with not missing anything low PPL score means the model is look by comparing them to a
important, confident and understands language well. distribution of real images.

| /L m | Higher is better. @ Loweris better. @ Lower is better.



STEP2: THE TEST DRIVE
It’'s Not Just What It Does, But How Fast It Does It

For any real-time application, speed (latency) and capacity (throughput) are non-negotiable. Don't let
a vendor show you only the “average” speed; demand performance data under load.

Time to First Token (TTFT) P99 Latency vs. Average Latency
m How quickly does the model start responding?
Crucial for a positive user experience. P99 Latency
The hidden bottleneck
'g that impacts real users. \
P99 Latency Tg’
I What is the response time for 99% of users? This =
reveals performance under pressure, not just the @
bestcase scenario. [tis a vital metric for SLAs. 5
&
o

S e e e —— T P et
Throughput (Generated Tokens Per Second) -_-_—-___N_‘_ﬁ

J How much work can the model handle at once? This
is a direct measure of its capacity and scalability. User Requests



STEP 2: THE TEST DRIVE

Questions for the Vendor’s Tech Team

Use this list to move beyond the sales pitch and
validate a vendor’s technical claims.

[

» Can we run a Proof-of-Concept (PoC) with our own data to
validate performance?

W

« What are your benchmark scores for [Perplexity / FID / F1
Score} on standard public datasets?

W

+ Can you share your P99 latency and throughput (GTPS)
metrics under a load similar to our expected usage?

» How do you ensure reproducibility and manage version
control for your models to maintain audit reliability?

[




STEP 3: THE BACKGROUND CHECK

Trust is Not a Feature, It’s the Foundation

A powerful Al tool with weak security or hidden biases is a ticking time bomb. Responsible Alisn't a
“nice-to-have”; it's a critical risk mitigation exercise for protecting your business from legal and reputational

e o

Fairness & Transparency. Privacy & Data Governance.

Does it avoid bias? Can you How does it handle your data?
explain its decisions? Does it comply with laws like GDPR?

Security & Robustness.
Can it be tricked? How resilient is it to attacks?



STEP 3: THE BACKGROUND CHECK

Your Al is Only as Fair as the Data It’s Trained On

Al models can unintentionally amplity human biases found in training data, leading to
discriminatory outcomes in hiring, lending, and other high-stakes areas.

The Problem: Amplified Bias What toLook For in a Vendor:
ﬁ i % demographic groups (gender, ethnicity,
age) using established

@ Bias Assessment: Does the vendor
:(> Al Model
Discriminatory fairness metrics?

regularly test their model's
Biased Training Data Outcomes

performance across different
$4244

© Explainabitity: Can they provide the
reasoning behind a high-stakes decision?
The 'Right to Explanation’ is ategal
requirement under GDPR for automated

== ﬁ @ [ﬁl % decisions.
l[: Fair AlModel %J\ © Human Oversight: Is there a clear
74 i i % é é process for a human to review and

= override theAl's decision? Humans must
Balanced & Audited Data Fair Outcomes maintain ultimate control.

The Solution: Fairness by Design @




STEP 3: THE BACKGROUND CHECK

Where Is Your Data *Really* Going?

When you use a third-party Al tool, you are entrusting that vendor with potentially sensitive business and
customer data. Verification of their security practices is mandatory, not optional.

The Data Security Gauntlet

: ﬁm—’ =

Your Company Compliance: Data Handling: Adversarial Robustness: Your Data, Secured.
SOC2Type2& Is your datausedto Third-Party Trust Verified.
GDPR Verified? train their public Penetration Tested

models? & Red Teamed?



STEP 3: THE BACKGROUND CHECK

The Trust-But-Verify Checklist

Use these questions to ensure a potential vendor’s security and fairness claims are backed by proof.

Action Plan Checklist

;/ Show us your latest SOC 2 Type 2 report and the results of your most recent third-party
penetration test.

\/ How do you conduct bias audits, and what fairness metrics do you track and report on?

\/ Provide your data retention and usage policy. Will our proprietary data be used to train
your public models?

J What is your incident response plan for a data breach or a critical model failure?



STEP 4: THE PRICE TAG

The Price on the Box is Just the Beginning

The Total Cost of Ownership (TCO) for Al is like an iceberg. The visible part is the
license fee. The massive, hidden part below the surface is what sinks budgets.

License Fees

Infrastructure & Compute €E——— . .
—> Integration Complexity
Data Engineering €—————
- Regulatory Compliance
Model Maintenance e—————

& Retraining » Team Training

"AI TCO differs fundamentally from traditional software... through
technical factors that create hidden cost multipliers.” (Source: Xenoss)




STEP 4: THE PRICE TAG

Meet the Budget Killers

Be prepared for these ongoing expenses that vendors
rarely volunteer in their sales pitches.

0 o= [ B ) "
25-40% - ) 15-30% 2—-3X F'Et‘ﬂ
of total (= of total K_) implementation| ¢+
spend = spend premium
1. Data Engineering 2.Model Maintenance 3. Integration Complexity
Al requires clean, highquality data. &Retraining Connecting a new Al tool to your
This requires continuous work to Al performance degrades over time existing legacy systems is hard and
build and maintain data pipelines, due to “Model Drift.” Models need expensive. A poorly designed API
and is often the biggest resource regular monitoring and retraining from the vendor can blow up your

drain. {(every 3-6 months) to stay accurate. budget.




STEP 4: THE PRICE TAG

Is It Worth It? The ROI Equation.

A high Total Cost of Ownership is acceptable if the return is even higher. The key is to measure
tangible gains, not just vague promises of “increased efficiency.”

ROI = (Productivity Gains + Cost Savings — Total Al Investment)

Total Al Investment

How to Measure Your Gains

@ ;lee Sav:jngs ovee/week) x (Ful 5 Cycle Time Reduction
ours saved per employee/week) x (Fully . .
® loaded hourly rate) @ (Days saved per project) x (Daily cost of delay)
l SS ' | Error Reduction B Cost Savings
ﬁ (Drop in error rate %) x (Cost of fixing errors) Q Reducedreliance onexternal contractors or

services.



STEP 4: THE PRICE TAG
The Financial Due Diligence Checklist

Use these questions to have a more sophisticated financial conversation
and uncover the true TCO.

Can you provide a detailed TCO model, not just a license fee? Include estimated costs for
compute, maintenance, and support.

What does your API documentation look like? (This is a proxy for judging integration cost
and complexity).

What automated tools do you provide for monitoring model drift and performance?
(This is a proxy for maintenance cost).

Can you share case studies with verified ROI calculations from companies in our industry?




STEP 5: THE LONG HAUL @é

Buying the Toolis Step/1.
Success is About What
Happens Next.

o Continuous Monitoring

(MLOps):
Your Al needs a permanent
“check engine” light.
Vetting doesn't stop at the 00O
R
purchase order. You need a
robust plan for continuous @ Human Oversight &
N Accountability:
governance, monitoring, The human-inthe-loop
and improvement to ensure is your most important
the tool delivers value for safety and quality feature.
€ Change Management &
Adoption:
A great tool that no one uses is

worthless. Adoption is the final
measure of success.

years, not just months.




STEP 5: THELONG HAUL

Your Al Will Get Worse Over Time if You Don’t Watch It
Neue Haas Grotesk Display Pro Bold

The world changes, data patterns shift, and Al model Model Drift

performance degrades. This inevitable decay is called Neue Haas Grotesk Display Pro Boid

“Model Drift.” Continuous monitoring isn't optional, it’s -

essential for maintaining ROI and managing risk. “Without active
1 monitoring, model
- erformance

What to Monitor:
Neue Haas Grotesk Display Pro Bold

ypically decays ata
rate of 10% annually.”

(Source: ModelOp)

Operations: Is it running fast enough? (Latency, SLASs)

Quality: Are the results still accurate? (Data Drift,
Concept Drift)

Model Accuracy

Risk: Is it remaining fair and unbiased? (Ethical
Fairness Monitoring)

Process: Are governance rules and audit trails being
maintained?

Time (Months)



STEP 5: THE LONG HAUL
The Post-Purchase Success Plan

Before signing the contract, ensure these long-term considerations are addressed by both the
vendor and your internal teams.

N
o

_ = -

O
(T
PO
B8
S

Ok

Monitoring:
What tools does the vendor provide for automated monitoring of performance, drift,
and bias?

Oversight:
Have we defined clear internal roles and responsibilities for the human review and override

of Al decisions?

Adoption:
What is our plan for training, onboarding, and supporting our teams to ensure they use
the tool effectively?

Decommissioning:
What is the plan for when we stop using the tool? How do we securely get our data back
and remove integrations?



Your 5-Step Al Vetting Playbook: A Recap

® o 0 ¢ ee

Game Plan Test Drive Background Price Tag Long Haul
Define your measurable Check Plan for continuous
pain pointand determine =~ Go beyond demos to Scrutinize fairness, Model the Total Cost of monitoring, human
your regulatory risk level. verify technicaland security (SOC 2), and Ownership (TCO), oversight, and user
operational data privacy policies. focusing on hidden adoption to sustain value.
performance with real costs like data
metrics (like P99 latency). engineering and model

maintenance.



Bias Towards ‘No.”

There are more than 100,000 Al tools out there

and most of them are going to be useless... Bias

towards not buying the tool unless it satisfies the
rigorous questions in this playbook.

A disciplined process is your best defense against hype and wasted investment.
Use this framework to find the 1% of tools that will truly transform your business.



Dive Deeper: Key Frameworks and Resources

Regulatory & Risk
Frameworks

NIST AI Risk Management
Framework (RMF)

The EU Al Act (High-Risk
Categories)

GDPR & CCPA (Data Privacy
& Individual Rights)

Key Technical

Y Metrics

Performance: P99 Latency,
Time to First Token (TTFT)

Generative Language:

Perplexity (PPL)

Generative Image: Fréchet

Inception Distance (F

L
L

D)

Security &
€20, Compliance

Standards
SOC 2 Type 2 Report

Third-Party Penetration
Testing

Adversarial ‘Red Team’
Exercises



Questions?

Let’s discuss how to apply this playbook
to your specific needs.





