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McKinsey
& Company

87%

of LLM-based projects never
make it to production

Gartner

40%

will be canceled by 2027 due to
... inadequate risk controls



= Q
h.y Goo
be an gle' 'S "W
! €asy fix
Zoe Kiei
k,f,f,:f man
X 8-
o e
a oo
. 0 oo
ex1sO
D.n\oﬁ“ m\‘:; P NCK RO B e
.,wr PO dates pama\ ngve" e
e yancou¥®' men P sy e p\\oﬂ\'f‘ “\ons\n B
an v 2 s PO anesdaY: E oawith 0 o
oy canad? e icket e " wed Wed™ q M..u
..nc © by .
w aned®” “Lb ee for ® use® ool —
< -
Y amet pemearat® -
e oté
| eige™® u ot .
0 e

e,
"hm,,

"s’"p Useq

Sep,,, ce
Ways o

tDe
Opc
ed Ustopy,
Yours,-derhat.q, s woe

h
Cha tapyy

% I’S\thdlrl\u..."""-u, -

NEDA Suspends Al Chatbot

for Giving Harmful Eating
Disorder Advice

by STAFF WRITER
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CASEREPORT

Black Hairy Tongue: A Rare
Adverse Effect of Olanzapine
Ayoung woman recently
diagnosed with a manic episode
developed black discoloration o
the dorsum of her tongue 3 weeks
after starting olanzapine.

prim Care Companion CNS Disord

2024;26(5):24¢r03757
preeti Dalal and others

CASE REPORT

Age-Friendly Health Systems: The

Medical and Mental Health
Connection
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Traditional software

Same input - Same output

Al applications

Same input - Different output



It's not just outputs.

Inputs changed too.

Text. Images. Audio. Video. Documents.

Context-dependent. Conversation-aware.



What prompt actually encode

Business logic
Company knowledge
Operational intelligence
Safety constraints

User instructions



Prompts are not configuration.

Prompts are executable logic.
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Every computing paradigm

creates new artifacts.



Punch Cards Terminal Commands Source Code Prompts

1950s 1970s —_— 1990s —_— 2020s
Card readers, sorters, Shells, compilers, etc. Version control, ?2??
etc. CI/CD, Pull requests,

etc.



New artifacts need

new infrastructure.



What we built for code over decades

Version control
Testing & CI/CD
Environment management

Monitoring & Observability



Prompts need all of this.
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Iterate

Monitor

continuous cycle

Evaluate

Deploy
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Iterate

From guesswork to engineering



Structured experiments
Version history with diffs
Side-by-side prompting

Use-case driven development



DEMO
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Evaluate

From vibes to metrics



Outputs vary.
Humans don’t scale.
Simple metrics miss nhuance.

You don't know “good"” until you see it.



Evals are not tests.

Evals are feedback loops.



The goal isn't to pass the eval.

The goal is to learn and iterate faster.



Look at the data first.



You need a criteria to grade outputs.

But grading outputs helps you define criteria.



When vibes and data disagree,

trust the vibes.



DEMO



LLM as a Judge

Always binary. Pass or fail.



Never use a 1-10 scales.

Nobody knows what 3.5 vs 7.2 means.



4-7

evals are enough for most applications



Engineers build infrastructure. Domain experts write rubrics.
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Deploy

From chaos to control



Frequency of prompt changes
-

Frequency of code changes



But we still need

Version control
Rollback
Audit trails

Environments



Engineers. Domain experts.



DEMO
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Monitor

Close the loop. Build the flywheel.



Real data

Better prompts

Data Flywheel

Datasets

Evals



Run your evals

continuously on your prod data.
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Iterate

Monitor

continuous cycle

Evaluate

Deploy



Where do you start today

1. Build one use case
2. Look at 20 traces
3. Build a 20-example dataset
4. Iterate and version your prompt

5. Add basic monitoring



Prompts are the new

business logic layer.



Prompts are the new

new source code.
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