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<IMPLEMENTATION GUIDE>

THE
4 MONTHS Al
FRAMEWORK

A practical framework for organizations seeking faster Al
implementation without compromising governance, quality,
or long-term value.

E_ﬂ‘é 4 — 5 Months avg.delivery

46 60/0 3-Year ROl on real projects

‘*” 5 O -+ Projects shipped since 2021
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WHAT INSIDE
THIS GUIDE

Five sections, built from real delivery patterns across
50+ enterprise Al projects since 2021.

m Why Most Enterprise Al Projects Take

18 Months (And Don't Need To). 03

The 4-Month Framework:
0 Phase by Phase. 04

u

Build vs. Buy:

03 A Decision Matrix.

04 5 Pitfalls That Kill Al Projects
(And How to Avoid Them)

ki
N

Real Results:
Case Studies With ROl Breakdown.

05

Your Pre-Project
Readiness Checklist

B
El

WHO THIS IS FOR

VPs of Engineering, CTOs, and operations leaders at US companies evaluating whether and how
to bring Al into production without al2-18 month consulting engagement.
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WHY MOST
ENTERPRISE AIPROJECTS
TAKE 18 MONTHS

Delivery delays rarely stem from technology alone. They are more often the result of

fragmented communication, prolonged decision making, and unclear ownership.

" N [ N
WHAT DRAGS PROJECTS OUT WHAT DRAGS PROJECTS OUT
X 18-month timelines that miss the v 4-5month delivery windows for
market window entirely. production-ready systems
X Requirements getlost in translation Direct access to the engineers who
between sales teams and developers. write the code no handoff chain
X Over-engineered solutions that never +/  Built for scale from day one, not an
make it to production. endless pilot phase
X Vague promises with no measurable v/ Clear KPIs and ROl tracking from week
outcomes attached. one of the engagement
X Pilots that never scale past " Fullownership and IP transfer at
proofof-concept. completion, no lock-in
N N\ J

THE REAL BOTTLENECK: COMMUNICATION, NOT CODE

In a traditional consultancy structure, your requirements pass through a sales team, then a project manager, then the developers
who actually build the system. Each handoff is a chance for yourintent to get diluted. By the time code gets written, it often reflects

what the team thinks you asked for not what you actually need.

50% 80% 4-5 MO

Faster requirements Fewer revision Avg. delivery,
gathering cycles start to production

When the people who write your code are the same people you talk to, you skip the translation layer entirely.
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THE 4-MONTH FRAMEWORK,

PHASE BY PHASE

The same four-stage structure we use on every engagement,

regardless of industry or use case.

PHASE 1— UNDERSTAND & ASSESS

- eview existing systems, data sources, and operational workflows.
- ldentify the business challenge with the greatest measurable impact.

- Define success metrics and target ROl before any code is written.

PHASE 2 — DESIGN & CONCEPTUALIZE

- Sketch the solution architecture against your existing tech stack.

- Validate solution concepts with business stakeholders before development begins.

- Confirm integrations (Salesforce, SAP, internal tools) before building.

PHASE 3 — EXECUTE & REFINE

- Develop features against production standards from day one.
- Optimize functionality with security and compliance built in, not bolted on.

- Refine the solution through structured feedback during implementation.

PHASE 4 — DELIVER & SUPPORT

- Deploy to production with monitoring in place from week one.
- Provide 30 days of post-launch support and full documentation.

- Train your internal team so they can manage the system independently.

OUTPUT

A scoped, fixed-price plan
with clear KPIs not a vague
statement of work.

OUTPUT

A validated design, signed
off before engineering time
is spent at scale.

OUTPUT

A production-ready system,
not a demo or
proof-of-concept.

OUTPUT

Complete ownership of
source code, documentation,
and intellectual property.
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IF YOUR PROJECT IS
BIGGER THAN 4 MONTHS

Not every initiative fits a single phase. Here's how we structure
larger transformations without asking you to wait 18 months for
any value.

PHASED TRANSFORMATION MODEL

Instead of one 18-month "Al transformation" engagement, the same framework repeats in cycles
each one self-contained, each one delivering measurable ROl before the next begins.

CYCLE1 MONTHS 1-4 CYCLE2 MONTHS 5-8 CYCLE3 MONTHS 9-12

HIGHEST-VALUE SCALE TO ADJACENT FULL ENTERPRISE
USE CASE USE CASES DEPLOYMENT
Automate your #1 pain Apply learnings from Roll out across the
point and measure ROI Cycle 1to 3+ additional organization with the
before committing use cases proven model

further

THE HONEST EXIT CLAUSE

If Cycle 1doesn't deliver the projected ROI, you can stop before Cycle 2 begins. You've lost 4
months, not 18 and you keep everything that was built.
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BUILD VS. BUY:
A DECISION MATRIX

Standard software works well for standardized problems. Custom development

becomes valuable when competitive advantage depends on your data, processes, or

regulatory requirements.

YOUR SITUATION OFF-THE-SHELF TOOL CUSTOM BUILD
Generic task (drafting, summarizing public info) v Good fit Overkill

Needs to understand proprietary documents/data Limited / risky v Good fit

Must integrate with internal systems (CRM, ERP) Partial, often brittle v Good fit

Regulated industry (compliance, audit trails) Hard to guarantee v Good fit

Data privacy is a hard requirement Shared infrastructure risk v/ Good fit

One-off, low-stakes, short-term need v Good fit Not worth it
Workflow is unique to how your team operates Forces you to adapt toit v Good fit

THE RULE OF THUMB

Generic ChatGPT-style tools are built for generic problems. The moment your use case depends
on your proprietary data, your specific orkflows, or your compliance requirements, a custom build
starts paying for itself.

A QUICK GUT-CHECK

Ask: "Would this same tool work just as well for my biggest competitor, unmodified?" If yes, an off-the-shelf product is probably fine. If

no if the value comes specifically from your data, your systems, or your edge cases that's a signal a custom build is the right call.

Edgefirm - Enterprise Al Developemnt edgefirm.io



Edgefirm - Enterprise Al Developemnt 4 Months Al Framework

SECTION 04 )

PITFALLS THAT KILL
| PROJECTS

Patterns we've seen repeatedly across 50+ engagements and
what to do instead.

o1

PRIORITIZING TECHNOLOGY BEFORE BUSINESS NEED

Teams pick an Al tool first, then go looking for a use case to justify it. The project loses momentum because there's no
clear owner or measurable outcome.

Fix: Start with your #1 operational pain point. Define the metric you're trying to move before discussing any tooling.

PILOT PROGRAMS WITHOUT A PRODUCTION STRATEGY

A proof-of-concept gets built quickly with shortcuts, then stalls when it's time to move to production because the
architecture wasn't built for real load, real data, or real edge cases.

Fix: Build for production from day one. Treat the pilot as the first production release, not a throwaway demo

LACK OF EXECUTIVE ACCOUNTABILITY

Projects without a single accountable internal stakeholder drift, since every decision needs to be re-litigated with a
new set of people each time

Fix: Assign one internal decision-maker before the project starts, with authority to sign off on scope changes.

TREATING COMPLIANCE AS A FINAL STEP

Security and compliance get bolted on right before launch, triggering a redesign that adds months to the timeline
especially in finance, healthcare, and legal.

Fix: Build security, audit trails, and compliance requirements into the architecture from week one.

DEPENDENCY CREATED THROUGH INTELLECTUAL PROPERTY RESTRICTIONS

Some vendors retain partial ownership of code or architecture, leaving clients dependent on that vendor indefinitely
for changes, fixes, or scaling.

Fix: Confirm full IP transfer and code ownership in writing before the engagement begins, not after.

Edgefirm - Enterprise Al Developemnt edgefirm.io



Edgefirm - Enterprise Al Developemnt 4 Months Al Framework

( SECTION 05 >

REAL RESULTS:
CASE STUDIES

Outcomes from delivered projects, with the challenge and
approach behind each one.

70% CUSTOMER SUPPORT AUTOMATION FOR EONA.AE

THE CHALLENGE THE SOLUTION
e 200+ support tickets per day * Al-powered WhatsApp chatbot, builtin 3 months
e 4-hour average response time * Automated 70% of common support queries

e Support team working 9-5, customers shopping 24/7 Under 30-second response time, 24/7 availability

e High cart abandonment from unanswered questions * Smooth handoff to human agents for complex issues
700/ Ticket volume 3 M Delivery 'I 8 M Projected
o) reduction timeline ROI window

1,507% FIRST-YEAR ROI: INSIGHTSBOT

THE CHALLENGE THE SOLUTION
e Teams waited weeks for quarterly analytics reports ¢ Conversational Al interface over real-time operational data
* Insights were locked behind technical dashboards * Insights surfaced in minutes instead of weeks
e Decision-makers needed answers in plain language » Built directly into tools the team already used

-I ! 5 O 70/0 First-year ROI 9 O 0/0 User adoption
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HARBINGER: 14 WEEKS TO PRODUCTION

THE CHALLENGE THE SOLUTION

e Operational systems needed Al-driven decision ¢ Production-grade decision intelligence pipeline.

support at scale. o Built for scale from the firstline of code.

Solution had to serve a user base in the millions ¢ Shipped to production in 14 weeks.

reliably.

-I 4 W KS To production 2 . 5 M == Users served

466% 90% 50+

3-Year ROI User adoption Projects since
average average 2021
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YOUR PRE-PROJECT
READINESS CHECKLIST

Walk through this before your first conversation with any Al
development partner including us.

PROBLEM DEFINITION

[ | We'veidentified one specific, high-value pain point not a vague "we need Al" goal
[ ] We can describe what success looks like in a measurable way (cost saved, time reduced, accuracy gained)

[ | We have oneinternal stakeholder with authority to make scope decisions

DATA & SYSTEMS

[ ] We know which systems hold the relevant data (CRM, ERP, internal tools, databases)
[ ] Weunderstand roughly how clean or scattered that data currently is

[ | Weknow whether the solution needs to integrate with existing tools or can stand alone

COMPLIANCE & CONSTRAINTS

[ | We'veflagged any regulatory requirements (SOX, GDPR, HIPAA, SEC reporting, etc.)

[ ] Weknow our data privacy constraints around using third-party or cloud-based Al tools

BUDGET & TIMELINE

[ | Wehave arough budget range in mind ($50K-$200K is typical for a focused build)
[ ] We understand whether this is a single use case or a multi-phase transformation

[ | We're prepared to make a go/no-go decision after the first phase based on real ROl data

IFYOU CHECKED MOST OF THESE

You're ready for a scoping conversation. If you're missing a few, that's normal a good discovery call should help you fill in
the gaps, not require you to have all the answers first.
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READY TO SEE THIS
FRAMEWORKAPPLIED TO
YOUR PROJECT?

Book a 30-minute discovery call with our technical
founders. No sales pitch just an honest read on timeline,
investment, and whether we're the right fit.

[ SCHEDULE AN INITIAL CONSULTATION }

hello@edgefirm.io +1(757) 861-8120 edgefirm.io
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engineering center in Karachi, Pakistan. 50+ projects delivered since 2021.



