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Sara

100+ 
published 
research 
papers

7 awards, 
including one 
Best Paper 
award for our 
Aya Model

Led the launch of 
foundation models:

• Command A
• Aya Vision 8b
• Aya Vision 32b
• Aya Expanse 32b
• Aya Expanse 8b
• Aya 101
• R+
• R
• Command R7B

My work has centered around innovation at the edge of what is possible
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Everyone is expected to 
become expert prompt 

engineers.

It is also very inefficient.
We spend the same 

amount of compute on 
all problems.

Current AI is Monolithic

We serve the same 
model to billions of 

people.
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We are Ripe for a 
Revolution
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1
How Did We Get Here?

The Limits of Scaling
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A Decade of “Bigger is Better”

Epoch AI, 2024 

https://epochai.org/data/notable-ai-models


This is captured by Rich Sutton as the “bitter lesson”

“... the only thing that matters 
in the long run is the 
leveraging of compute.”

In a punch to the ego of every 
computer scientist out there, what 
is being implied is that nothing in 
computer science history has 
worked as well as letting a model 
learn patterns for itself coupled 
with scaling the algorithm.
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Compute has been the default bet

Lower risk
Inventing new 

optimization techniques 
is hard.

Predictable
Predictable gains fit 

quarterly cycles and are 
hard to argue against.

Fundable 
Capital raises are built on 

the belief that compute 
matters most.
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The need for compute has resulted in jokes 
about being GPU rich or GPU poor.

“Today we can’t think without 
holding a piece of metal.”

Michael Jordan
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It has shifted contributions from academic to industry research.

AI index report

https://aiindex.stanford.edu/report/
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And has determined who gets to participate 
in breakthroughs and who doesn’t.

AI index report ,   The Low resource double blind, Ahia et al.

https://aiindex.stanford.edu/report/
https://aiindex.stanford.edu/report/
https://aiindex.stanford.edu/report/
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Is Sutton right? 
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It is controversial to suggest that scaling 
is over. 

But recent evidence contradicts the 
view that monolithic large models are 

the future. 
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Models under 13B on the LLM open 
leaderboard over time.

Same size, far more 
capable

Hooker 2024

https://arxiv.org/abs/2407.05694v1
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All models over 13B (grey) that 
underperform the best daily model 
under 13B submitted to the LLM open 
leaderboard (green).

Small Models Frequently 
Outperform Larger Ones

AI index report ,   The Low resource double blind, Ahia et al.

https://aiindex.stanford.edu/report/
https://aiindex.stanford.edu/report/
https://aiindex.stanford.edu/report/
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Recent models have required far more compute but have generally 
not been considered a major step forward. 
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A new era of intelligence is here.

Scaling pre-training is dead (or slowly 
dying).

Rate of return for compute is much 
higher in post-training, test time 
scaling, adaptive compute, co-design 
with hardware. 
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2
The Era of Adaption
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When scale is not the most 
important ingredient. 

Speed and ease of building 
intelligence becomes more 
important.
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What if we could allow anyone to build the same intelligence found in 
frontier labs.

Adaptive Data
Data is the foundation of intelligence. We 
dynamically shape data at scale to target new 
objectives and rapidly scale quality.

Adaptive Intelligence
We are building the next generation of adaptive 
intelligence. Evolved for any industry, language 
or specialization.

Adaptive Interfaces
An innovation hub focused on re-imagining the 
interface of the human AI interaction.
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Less than

of the world know how to 
train a frontier model
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What if we made that
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Adaptive Intelligence

We are building the next generation of 
adaptive intelligence. Evolved for any 
industry, language or specialization.

We are building continuously self-improving models
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 We recently released AutoScientist.
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AutoScientist self-improves and automates the full research loop 
behind model training and alignment.
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AutoScientist
outperforms our research staff at making decisions about 

how to train frontier models

AutoScientist release

https://www.adaptionlabs.ai/blog/autoscientist
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Harness Optimization
Improved Qwen3.6-27B pass rate from 67% to 
85% on the Harvey Legal Agent Benchmark.

AutoScientist for Harness 
Design

Token Efficiency
Achieved performance within 0.79 percentage 
points of Prime Agent while reducing input 
token volume by 54%.

Post-Training
Further increased the pass rate from 85% to 88%, 
while increasing the complete task pass rate 
from 5% to 9%.
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Token Reduction
Cut context tokens by 97% on long 
conversations and 57% on standard 
conversations by using write-time memory 
instead of full history.

AutoScientist for 
Agent Memory

Latency Reductions
Context volume reduction decreased mean 
latency by 45% and p95 latency by 67% on long 
conversations.

Benchmark Performance
Achieved an accuracy score of 90% on 
LongMemEval, compared to 60% using full-
history inference with the same underlying 
model.
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AutoScientist for dataset creation.  AI ready data in a day, powering 
AI systems

63,256,042
Data artifacts processed

242
Languages covered

82%
Average quality gains
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This makes the entire ML stack more adaptive, easier to modify and 
customize. It also enables true ownership.

Adaptive Data
Data is the foundation of intelligence. We 
dynamically shape data at scale to target 
new objectives and rapidly scale quality.

Adaptive Intelligence
We are building the next generation of 
adaptive intelligence. Evolved for any 
industry, language or specialization.

Adaptive Interfaces
An innovation hub focused on re-imagining 
the interface of the human AI interaction.
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My 2026 prediction: you will build and own frontier AI. 

The future of machine 
intelligence is adaptive.

It will be shaped by 
whoever makes 

adaptation as efficient 
as possible.
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Thank you.

© Adaption 2026

sara@adaptionlabs.ai

Change who owns 
intelligence.
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