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THE Al ENGINEER PROJECT
JOURNEY

Working with Al can feel abstract. Sometimes complex,
sometimes risky. And not because Al doesn’t work, but because
too many decisions remain hidden, expectations are unclear or
trade-offs are not discussed.

At INSUS, we have learned that how Al is built matters as much
as what is built.

This document is an invitation to walk through a real Al project,
from the first conversation to long-term impact, showing not
only what we do, but how it feels to work with us.

For our clients, this way of working means fewer surprises,
faster learning cycles, and Al systems that actually get used.

It reduces delivery risk, shortens time to value, and keeps
decision-making firmly in your hands.
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1, The First Conversation

The first day of a project has nothing to do with models or
buzzwords. It's about understanding your reality. We sit down
and ask questions that are sometimes simple, sometimes
uncomfortable:

¢ \What decision is this actually going to make?

e \Who will use it, and in what context?

e \What happens if it’s wrong?

e \What does "useful" look like for the person actually using

the screen?
From a technical perspective, this phase results in:

e A concrete objective tied to a real decision

e (Clear success metrics (performance, reliability, cost, ROI)

e Explicit constraints (data availability, timelines, regulation)
We've seen too many companies waste months building
"perfect" models for problems that didn't exist. Our job on day
one is to strip away the "Al" label and find the concrete
objective. If we can’t define a success metric that shows up in
your results or saves your team actual hours, we shouldn't be

building it.
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What this means for you:

You avoid investing time and budget into Al initiatives
that don’t translate into real operational or financial
impact. From day one, success is defined in business
terms, not technical vanity metrics.
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2 o Designing the journey

Once the goal is clear, we design the journey together. Not
every problem deserves the same approach.
* |f the challenge is new or uncertain, we start small. We build
a Proof of Concept, to test assumptions, learn quickly, and
reduce risk before committing further.

e |fit’'s a problem we already understand well, we move faster.
We reuse proven foundations and adapt them carefully to
your data, processes, and constraints.

We make the practical calls here - balancing speed, reliability,
explainability, and operational fit - so the solution integrates
into your existing workflows instead of disrupting them.

Faster progress without overcommitting, and a clear
understanding of when it makes sense to scale and

when it doesn’t.
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3 » No black boxes: constant
feedback

Building Al shouldn't happen behind closed doors. We don't
disappear for three months and come back with a finished
product that might not fit your needs. Instead, we work in short
cycles with continuous demos and progress meetings. This
keeps you in the loop and allows us to adjust quickly based on
your feedback. We'd rather show you a "work in progress"
every week than spend time building a feature you don’t
actually need.

The benefit for your team:

Continuous visibility reduces delivery risk and ensures
the solution evolves with your feedback, not
assumptions made in isolation.

How Al development is approached

Closed-Door
Development

Iterative Development
(our approach)

May result in a product that Ensures continuous feedback and
doesn't meet user needs. adjustments, leading to a better fit.
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4., Reality check on data

Data is the raw material of Al, and it’'s never perfect. If someone
tells you their data is “clean”, this is usually where we start
asking more questions. We need to know:

e \Where it actually comes from

e What it’s missing or where it might be misleading.

e \What it represents in your day-to-day operations.
We actively look for the gaps and inconsistencies that sink
projects later on. Sometimes, this is the moment we realize the
project shouldn't move forward yet. While this can pause
progress in the short term, it often saves months of effort and
significant budget in the long run. It's not an easy conversation,
but it’'s a necessary one. Al only works when the data can
support it.

& 4

Why this protects you:

Addressing data limitations early prevents costly
rework, failed deployments, and unrealistic
expectations later in the project lifecycle. While this can
pause progress in the short term, it often saves months
of effort and significant budget in the long run.
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B, The invisible work

Most of an Al engineer’s time is spent long before a model is
ever "trained." This is the invisible work that doesn't show up in
flashy demos but determines if the system will work in
production. We clean the noise, identify the real drivers of your
outcomes, and ensure the system doesn't learn the wrong
patterns from the past. Strong results are built on solid
foundations, not just clever code.

This invisible work is what makes the difference between a
demo that looks good once and a system that delivers
reliable value in production.

P The visible part of
Model Training Al develo[;ment
: Removing noise and
pata Cleaning
- - Identifying key drivers of
Feature Engineering fﬂ egredyoutcom o
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6. Choosing the right Al

Simple, Well-
& Understood

Approach

We don't chase the trendiest models just to say we used them.
Sometimes the best solution is a simple, well-understood
approach that is easy to trust and cheap to maintain.

If the project started as a proof of concept, this is where
learning turns into a scalable solution. If we moved directly into
building, this is where we refine and tune it to fit reality better.
What matters is choosing the solution that actually solves the
problem, even if that means saying "no" to a more "exciting"
but unnecessary technology.

Lower maintenance costs, easier adoption by your
teams, and solutions that remain understandable and
trustworthy over time.
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J. Testing in the real world

Good results in isolation don't guarantee impact. Before
anything touches your operations, we stress-test it in separate
environments for experimentation, validation, and production.
We look at the everyday cases, but we focus on the "edge
cases', the weird, rare scenarios that usually cause systems to
crash. This step-by-step validation protects your business and
prevents unpleasant surprises on launch day.

This stage exists to protect your operations: it
minimizes downtime, prevents edge-case failures and
ensures Al supports your daily business.

Experimentation

Edge Case

\ oo

Validation
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8. When Al meetsrreality

Launching the solution is not the end, it’s the beginning. Once
the tool is in use, things change: data shifts, users adapt, and
new situations appear that no one predicted.

We don't just "hand over the keys" and disappear. We stay
involved to monitor performance and adjust the system as your
reality evolves. This ongoing work is what protects the value of
the investment over the long term, whether we started with a
small experiment or a full-scale deployment.

This ongoing involvement ensures that the solution continues
to deliver value as your data, processes, and priorities evolve;
protecting your investment beyond the initial launch.

What clients typically notice when working this way:

Clearer decision-making around Al investments
Faster alignment between business and technical teams
Reduced risk of failed or unused solutions

Earlier visibility into value and limitations
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9, Final thoughts

Al doesn’t have to feel opaque or like a risky bet. When it’s built
with care and clarity, it becomes a practical tool, one that
supports better decisions, smoother operations, and
sustainable growth.

At INSUS, we don’t see Al projects as one-off deliveries. For
our clients, this approach results in Al systems they trust,
teams that feel confident using them, and outcomes that stand
the test of time. If this journey feels familiar, the next step
doesn’t have to be a commitment.

A short conversation is often enough to clarify whether
embedded Al expertise makes sense for your organisation,
your constraints, and your goals. No pitches, no predefined
solutions - just an honest discussion about where Al could (or
couldn’t) create value in your context. If that sounds useful,
let’s start there.

START A CONVERSATION
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