FROM EXPERIMENTING WITH Al

TO ANEW WAY OF WORKING

Uncertainty about
the Al experiment

Unclarity about the
stakeholders

CONTEXT

This thesis is conducted in collaboration with Directie X of the Ministry
of Justice and Security (JenV), who aims to strengthen the innovation
capacity within JenV to keep up with societal needs. One way they
do this is by supporting Al experiments. These experiments are
procedures undertaken to improve the current way of working, not
just to validate hypotheses.

The experiments are driven by two drivers: innovation and Al, which
bring along some challenges: currently, JenV learns from the Al
experiments, but the result is not an innovation. In addition, JenV is
reluctant to implement innovative improvements as they are closely
watched by society. Besides, the magnitude of these challenges
increases when Al is involved. Hence, most of these Al experiments
end after the proof of concept and experience a silent death.

A strategy supported by a tool is desired to prevent the experiments’
results from being left unharnessed. Therefore, this graduation project
will implement these takeaways by solving the following research
question:

“Why does experimenting with Al rarely lead to a new way of working
at Jenv?”

The research has resulted in the following problem statement:

“Initiators experience uncertainty prior to Al experiments because they
have no clarity about the trajectory of the Al experiment and mainly lack
clarity about who the stakeholders are and how they should approach
them. This unclarity about the stakeholders, in turn, results in more
uncertainty about the Al experiment.”
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RESULT

Directie X should support the initiators to bring about implementation
without being part of the whole process. Therefore, three principles
have been developed. Directie X hands over to the initiators by
translating the principles into a tool. The tool, therefore, only serves
as a means of communication of the principles and acts as a hands-
on concept that the initiators can get started with. The principles are
based on clarity, engagement and transparency.

The CET toolkit reduces the uncertainties of the initiators prior to an Al
experiment by focusing on clarity about the stakeholders, engaging
the stakeholders and transparency.

PURPOSE

The purposes of the different parts of the CET toolkit are the following:

+ The purpose of The Experience stories is that the initiators learn
from others without there being consequences.

+ The purpose of the Stakeholder canvases is to clarify the
stakeholders to the initiator to reduce the uncertainty prior to the
experiment. In addition, it entails engagement by providing insights
about the roles’ wants & needs, and concerns, which can function
as guidelines for involving the roles.

+ The purpose of the Reflection canvases is to help the next initiator
gain insights that can be incorporated in the Experience stories
and learn by letting the initiator become aware of the actions taken
during the Al experiment.
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