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Al Consulting Partner Evaluation Checklist

50+ Questions Every Company Should Ask Before Choosing an Al Consulting Company

Overview

Finding a single company with all the answers is not the key to selecting the best Al consulting
partner. In actuality, no partner will be able to fulfill every requirement. Knowing the
appropriate questions to ask and being explicit about which responses are most crucial to your
company are what really count. The purpose of this checklist is to provide you with a solid
foundation. It draws attention to the points at which you should seek clarification, comprehend
trade-offs, and align with your own business priorities. Make use of it as a guide to help you
focus discussions, weed out the gimmick, and identify partners who can truly add value in the
areas that are most important to you.

The Evaluation Checklist

Strategy & Business Alignment

¢ How do you align Al initiatives with our strategic business goals?
e Can you share examples of measurable business outcomes from past projects?
¢ How do you identify and prioritize high-value Al use cases?
¢ What frameworks or KPIs do you use to measure Al success?
¢ How do you communicate ROl and value to executive stakeholders?
e How do you balance short-term wins with long-term Al strategy?
Data Readiness & Integration
e What's your process for auditing our current data infrastructure?
e How do you assess data quality, bias, and completeness?
¢ How do you handle integration with legacy systems (including mainframes)?

e What tools and methods do you use for ERP, CRM, and HR integrations?
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e How do you manage real-time vs. batch data?
e How do you ensure data governance, lineage, and security?
e Can you support hybrid and multi-cloud environments?
e How do you handle loT and edge data sources?
Technology & Architecture
¢ Do you build on our existing tech stack or propose new platforms?
e Which cloud providers and Al platforms do you specialize in?
e How do you ensure scalability and high availability?
e What DevOps/MLOps practices do you use?
e Can you integrate with our CI/CD pipelines?
e Do you design with an API-first, modular approach?
¢ How do you plan for model retraining and lifecycle management?
e How do you prevent vendor lock-in?
Security, Compliance & Governance
e How do you ensure compliance with GDPR, HIPAA, CCPA, NIST, and ISO?
¢ What encryption and access control standards do you implement?
e How do you safeguard intellectual property and proprietary data?
e How do you manage incident response for security breaches?
¢ How do you ensure model explainability and fairness?

e How do you log and audit Al-driven decisions?

Can you integrate with our SIEM or existing security tools?
Al Capabilities & Customization
¢ Do you offer prebuilt models, custom models, or both?

e What industries or domains do your data scientists specialize in?

Empowering Business Through Technology & Innovation
info@adaptoit.com | www.adaptoit.com



©AdapTolT

Which LLMs or Al platforms do you support?

How do you handle fine-tuning, prompt engineering, and domain adaptation?
Do you support multilingual or international deployments?

How do you measure model performance (beyond accuracy)?

Can business users interact with Al via dashboards or natural language?

How do you manage model versioning and rollback?

Change Management & Adoption

How do you onboard non-technical users?

What training formats (live, virtual, documentation) do you provide?
How do you build trust in Al outputs among stakeholders?

What’s your communication plan to address user resistance?

How do you ensure knowledge transfer to internal teams?

How do you measure adoption and user engagement?

What ongoing support do you provide to drive adoption post-launch?

Support & Ongoing Partnership

What ongoing monitoring and retraining services do you offer?
What is your SLA for downtime and issue resolution?

How do you manage model drift detection?

How often do you perform architecture and model reviews?

Do you provide quarterly business reviews and roadmap planning?
How do you collaborate with our IT/data teams post-launch?

How do you identify and prioritize new Al opportunities?

Do you offer a dedicated account manager or support team?
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Why These Questions Matter & What to Look For

Strategy & Business Alignment

How do you align Al initiatives with our strategic business goals?

Why it matters: Too many consultants focus on the tech itself and ignore whether it ladders up
to the business strategy. If Al isn’t tied to revenue growth, operational efficiency, or customer
impact, it’s just an expensive experiment.

What to expect in a good answer: They should talk about starting with your goals, not theirs.
Look for answers that reference discovery workshops, alignment sessions with business
stakeholders, or frameworks like OKRs. A strong partner will explain how they ensure every Al
project maps back to measurable business objectives.

Can you share examples of measurable business outcomes from past projects?

Why it matters: You want proof that they’ve delivered results that matter in a boardroom, not
just technical benchmarks.

What to expect in a good answer: They should be able to give specific examples: “We reduced
claims processing time by 30%” or “Our customer churn model retained $5M in annual
revenue.” Vague answers like “we improved accuracy” aren’t enough. Press for outcomes tied to
business KPls.

How do you identify and prioritize high-value Al use cases?

Why it matters: Without prioritization, you end up with scattered projects that never scale. The
right use cases need to balance impact and feasibility.

What to expect in a good answer: They should reference structured approaches — maybe an
“impact vs. effort” scoring model, a business case framework, or a portfolio management
process. Ideally, they’ll mention how they help organizations avoid shiny-object projects and
instead focus resources where ROl is clear.

What frameworks or KPIs do you use to measure Al success?

Why it matters: If you don’t measure success, you can’t prove value — and Al initiatives will
eventually lose funding.

What to expect in a good answer: Expect them to name both business and technical KPls.
Business metrics might include ROI, adoption rate, or customer NPS; technical might include
precision, recall, or latency. They should also mention ongoing monitoring, not just a one-time
snapshot.
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How do you communicate ROl and value to executive stakeholders?

Why it matters: A great project can still fail if executives don’t see the value. Communication is
just as important as execution.

What to expect in a good answer: Look for partners who talk about dashboards, executive
summaries, and storytelling. The best firms know how to translate model performance into “we
saved X hours” or “we cut costs by Y%.” If they can’t explain ROl in plain English, that’s a red
flag.

How do you balance short-term wins with long-term Al strategy?

Why it matters: Leadership wants quick wins, but quick wins without a roadmap will fizzle out.
You need both immediate results and a foundation for scale.

What to expect in a good answer: They should explain how they design phased rollouts —
delivering a POC or MVP in the first 90 days, but aligning it with a 12—24 month roadmap.
Strong partners know how to celebrate small victories without losing sight of enterprise-scale
transformation.

Data Readiness & Integration

What'’s your process for auditing our current data infrastructure?

Why it matters: Al is only as strong as the data foundation it sits on. Without a clear
understanding of your infrastructure, projects will hit roadblocks fast.

What to expect in a good answer: They should mention a structured assessment — covering
data pipelines, storage systems, governance, and accessibility. Look for details about how they
identify gaps and recommend fixes, not just a generic “we review your data.”

How do you assess data quality, bias, and completeness?

Why it matters: Poor-quality or biased data produces flawed Al outcomes that could damage
trust or even create compliance risks.

What to expect in a good answer: A solid partner will discuss statistical profiling, anomaly
detection, and fairness checks. They should talk about not just spotting bad data, but
implementing processes to clean, normalize, and continuously monitor data quality.

How do you handle integration with legacy systems (including mainframes)?

Why it matters: Many enterprises still run critical workloads on older systems. If your Al partner
can’t bridge old and new, adoption will stall.

What to expect in a good answer: They should describe specific experience with mainframes,
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middleware, APls, and ETL tools. Look for examples where they’ve successfully integrated legacy
environments into modern Al workflows without forcing a rip-and-replace.

What tools and methods do you use for ERP, CRM, and HR integrations?

Why it matters: Al needs to plug into the systems people actually use — otherwise it never
delivers value where it counts.

What to expect in a good answer: Look for familiarity with platforms like SAP, Oracle,
Salesforce, and Workday. They should explain how they leverage APls, connectors, or
middleware to integrate Al outputs directly into those workflows.

How do you manage real-time vs. batch data?

Why it matters: Different use cases require different data speeds. Fraud detection might
demand real-time, while reporting may only need daily batches.

What to expect in a good answer: They should describe their ability to architect hybrid
solutions — streaming pipelines for time-sensitive use cases, batch processing for others — and
explain how they determine which fits each scenario.

How do you ensure data governance, lineage, and security?

Why it matters: Without governance, you risk compliance issues, data misuse, or models built
on untrustworthy inputs.

What to expect in a good answer: They should reference governance frameworks, lineage
tracking tools, and role-based security models. Expect details on how they enforce standards
consistently across your organization.

Can you support hybrid and multi-cloud environments?

Why it matters: Most enterprises aren’t all-in on a single cloud. If your partner can’t span
environments, you'll face silos and portability issues.

What to expect in a good answer: Look for experience with AWS, Azure, GCP, and on-prem
setups. They should emphasize flexibility and avoidance of lock-in, not just preference for a
single provider.

How do you handle loT and edge data sources?

Why it matters: Many industries generate data outside the datacenter — in factories, vehicles,
or devices. Capturing and analyzing it is critical for real-time insights.

What to expect in a good answer: They should discuss experience with edge computing
frameworks, 10T platforms, and methods for managing distributed, high-volume data. Look for
partners who understand the tradeoffs between local processing and central analysis.

Empowering Business Through Technology & Innovation



©AdapTolT

Technology & Architecture

Do you build on our existing tech stack or propose new platforms?

Why it matters: A partner that disregards your existing investments could create unnecessary
costs and resistance. You need solutions that complement, not compete with, what you already
run.

What to expect in a good answer: They should explain how they evaluate your current stack
and only propose new platforms if there’s a clear gap. Look for flexibility and a willingness to
integrate rather than replace by default.

Which cloud providers and Al platforms do you specialize in?

Why it matters: Every provider has strengths and weaknesses. You need to know whether their
experience aligns with your current or planned environment.

What to expect in a good answer: They should list specific experience (AWS SageMaker, Azure
ML, GCP Vertex Al, Databricks, etc.). Strong partners won’t force you into one stack — they’ll
adapt to your ecosystem or explain why a shift might be justified.

How do you ensure scalability and high availability?

Why it matters: Al pilots are one thing; scaling to thousands of users or petabytes of data is
another. You need to know they can handle enterprise demands.

What to expect in a good answer: Look for details on distributed architectures, load balancing,
microservices, and redundancy. They should talk about proven practices for scaling models, not
just infrastructure.

What DevOps/MLOps practices do you use?

Why it matters: Without automation and discipline in deployment, Al projects stall at the
prototype stage.

What to expect in a good answer: They should reference CI/CD for ML, automated testing,
monitoring, retraining pipelines, and rollback strategies. MLOps maturity is often the difference
between success and shelfware.

Can you integrate with our CI/CD pipelines?

Why it matters: Your Al models should fit into your existing delivery process, not create a
parallel universe of deployments.

What to expect in a good answer: They should confirm they can plug into Jenkins, GitLab, Azure
DevOps, or whatever you already use. Expect specifics on how they’ve done this in past
projects.
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Do you design with an API-first, modular approach?

Why it matters: Monolithic Al solutions are hard to maintain and limit reuse. API-first design
ensures flexibility and scalability.

What to expect in a good answer: They should talk about microservices, REST/GraphQL APlIs,
and modular design patterns. Look for emphasis on interoperability and reusability.

How do you plan for model retraining and lifecycle management?

Why it matters: Models degrade over time as data changes. Without a lifecycle plan, your Al will
become stale and unreliable.

What to expect in a good answer: Look for processes around model drift detection, scheduled
retraining, monitoring accuracy in production, and clear ownership of ongoing updates.

How do you prevent vendor lock-in?

Why it matters: Lock-in limits your flexibility and can drive up costs long-term.

What to expect in a good answer: They should emphasize open standards, portable
architectures, and multi-cloud capability. Beware of answers that tie you exclusively to one
proprietary toolset without clear justification.

Security, Compliance & Governance

How do you ensure compliance with GDPR, HIPAA, CCPA, NIST, and ISO?

Why it matters: Al touches sensitive data, and missteps can create massive legal and financial
risks.

What to expect in a good answer: They should cite direct experience with regulatory audits and
reference specific compliance frameworks. Look for evidence of processes that bake compliance
in from day one, not as an afterthought.

What encryption and access control standards do you implement?

Why it matters: Security lapses in Al systems can expose valuable IP and customer data.

What to expect in a good answer: They should reference strong encryption standards (AES-256,
TLS 1.3), identity management solutions, and role-based access controls. Expect practical
examples of how they prevent unauthorized access.

How do you safeguard intellectual property and proprietary data?

Why it matters: Your data and models are competitive assets. You can’t risk them being reused
or exposed.

What to expect in a good answer: They should describe data anonymization, strict contractual
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protections, and internal IP handling policies. Look for reassurance that they won’t use your
data to train models for other clients.

How do you manage incident response for security breaches?

Why it matters: Breaches happen, and the real test is how quickly and effectively a partner
responds.

What to expect in a good answer: They should describe a clear incident response plan, with
defined escalation paths, SLAs, and communication processes. Look for alignment with industry
frameworks like NIST.

How do you ensure model explainability and fairness?

Why it matters: Black-box models can create risk in regulated industries and damage trust
among users.

What to expect in a good answer: They should talk about explainable Al tools, fairness audits,
and bias-mitigation techniques. Look for a partner that values transparency over hype.

How do you log and audit Al-driven decisions?

Why it matters: If you can’t trace how a model made a decision, you can’t troubleshoot issues
or defend outcomes in audits.

What to expect in a good answer: They should reference audit trails, logging standards, and
mechanisms for retrospective analysis. This is especially critical in financial services, healthcare,
and government use cases.

Can you integrate with our SIEM or existing security tools?

Why it matters: Al shouldn’t create new security silos — it needs to plug into what you already
have.

What to expect in a good answer: They should name SIEMs like Splunk, QRadar, or Sentinel and
explain how their systems integrate with them. Look for seamless alignment with your broader
security strategy.

Al Capabilities & Customization

Do you offer prebuilt models, custom models, or both?

Why it matters: Some use cases fit prebuilt models; others require domain-specific
customization. You need both options.

What to expect in a good answer: They should explain when they use prebuilt vs. custom, with
examples of each. Look for flexibility rather than a one-size-fits-all approach.
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What industries or domains do your data scientists specialize in?

Why it matters: Domain expertise accelerates results and avoids wasted effort.

What to expect in a good answer: They should share case studies in industries like yours. Look
for overlap in regulatory, operational, or market challenges.

Which LLMs or Al platforms do you support?

Why it matters: The Al landscape is moving fast. You need a partner who isn’t limited to a single
tool.

What to expect in a good answer: They should list support for major LLMs (OpenAl, Anthropic,
Cohere, Llama, etc.) and cloud Al platforms. Look for breadth and adaptability.

How do you handle fine-tuning, prompt engineering, and domain adaptation?

Why it matters: General models rarely work perfectly out of the box. Customization ensures
relevance and accuracy.

What to expect in a good answer: They should talk about prompt optimization, fine-tuning with
your data, and continuous testing. Look for an iterative process, not just a one-time
configuration.

Do you support multilingual or international deployments?

Why it matters: If you're a global business, Al must handle multiple languages and regional
compliance.

What to expect in a good answer: They should provide examples of multilingual deployments
and explain how they support localization, translation, and regional compliance.

How do you measure model performance (beyond accuracy)?

Why it matters: Accuracy alone doesn’t guarantee usefulness. Models also need reliability,
fairness, and business relevance.

What to expect in a good answer: Look for metrics like precision/recall, F1, latency,
interpretability, and business KPIs. Strong partners measure performance in ways executives
understand.

Can business users interact with Al via dashboards or natural language?

Why it matters: If only data scientists can use your Al, adoption will be limited.

What to expect in a good answer: They should describe user-friendly interfaces — dashboards,
chat-style interfaces, or embedded insights in apps. The goal is empowering business users, not
just technical staff.

How do you manage model versioning and rollback?

Why it matters: Without version control, it’s impossible to know which model is running or to
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recover from errors.
What to expect in a good answer: They should describe versioning tools, automated rollback
processes, and clear governance around model updates. This is table stakes for enterprise Al.

Change Management & Adoption

How do you onboard non-technical users?

Why it matters: Al projects succeed only if people actually use them. Non-technical users are
often the hardest to win over.

What to expect in a good answer: They should mention tailored onboarding sessions, role-
based training, and user guides. Look for evidence that they’ve worked with business users, not
just IT teams.

What training formats (live, virtual, documentation) do you provide?

Why it matters: Different users learn differently, and flexibility in training methods drives
adoption.

What to expect in a good answer: They should describe a mix of formats — live workshops,
virtual sessions, recorded modules, and clear documentation. Look for training plans that scale
across teams.

How do you build trust in Al outputs among stakeholders?

Why it matters: Without trust, people will ignore or override Al recommendations.

What to expect in a good answer: They should talk about explainability, transparency in data,
and pilot programs to validate outputs. Look for a focus on user confidence, not just technical
accuracy.

What’s your communication plan to address user resistance?

Why it matters: Resistance to change is inevitable, especially when jobs feel impacted.

What to expect in a good answer: They should mention proactive communication, change
champions, and clear value messaging. Look for partners who anticipate resistance instead of
reacting to it.

How do you ensure knowledge transfer to internal teams?

Why it matters: You don’t want permanent dependence on an external consultant. Your teams
need to own the Al long-term.

What to expect in a good answer: They should describe documentation, shadowing, and co-
development practices. Look for an emphasis on building your internal capabilities.
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How do you measure adoption and user engagement?

Why it matters: Usage is the ultimate indicator of success. Without measurement, adoption can
silently fail.

What to expect in a good answer: They should reference metrics like user logins, feature usage,
survey feedback, and productivity gains. Strong partners will explain how they adjust adoption
strategies based on these insights.

What ongoing support do you provide to drive adoption post-launch?

Why it matters: Launching an Al solution is only the first step. Sustained adoption requires
continued support.

What to expect in a good answer: They should describe office hours, user communities,
refresher trainings, and continuous feedback loops. Look for evidence that they don’t disappear
once the system goes live.

Support & Ongoing Partnership

What ongoing monitoring and retraining services do you offer?

Why it matters: Al models are not “set it and forget it.” Data changes, business priorities evolve,
and without ongoing monitoring, performance will degrade.

What to expect in a good answer: They should describe proactive monitoring, automated alerts
for model drift, and scheduled retraining. Look for commitments to keep models aligned with
changing realities.

What is your SLA for downtime and issue resolution?

Why it matters: Al downtime can disrupt operations, customer service, or decision-making. You
need clear expectations for support.

What to expect in a good answer: They should provide specific SLAs, such as response times,
resolution targets, and escalation paths. Look for transparency and accountability in how issues
are handled.

How do you manage model drift detection?

Why it matters: Models naturally lose accuracy over time as data patterns shift. Drift detection
ensures you catch issues before they impact the business.

What to expect in a good answer: They should explain how they monitor inputs, outputs, and
performance metrics for signs of drift. Look for automated tools, dashboards, and a clear plan

for retraining.

How often do you perform architecture and model reviews?
Why it matters: Regular reviews prevent technical debt and ensure your Al ecosystem evolves
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with best practices.

What to expect in a good answer: They should mention quarterly or semi-annual reviews of
both infrastructure and models. Look for a structured review process tied to continuous
improvement.

Do you provide quarterly business reviews and roadmap planning?

Why it matters: Al should evolve alongside your business strategy, not in isolation. Regular
business reviews keep alighnment strong.

What to expect in a good answer: They should describe how they bring insights, new
opportunities, and roadmap adjustments to these reviews. Look for a partner who thinks
beyond the technical layer.

How do you collaborate with our IT/data teams post-launch?

Why it matters: Al success depends on partnership, not handoff. Your internal teams must stay
engaged for the long haul.

What to expect in a good answer: They should talk about co-ownership models, regular syncs,
and embedded support. Look for practices that strengthen your internal teams rather than
sideline them.

How do you identify and prioritize new Al opportunities?

Why it matters: Once you see success with one project, momentum builds. You’ll want a
partner who helps surface and prioritize what’s next.

What to expect in a good answer: They should describe a process for scanning business
processes, analyzing ROl potential, and ranking opportunities. Look for proactive ideation, not
just reactive delivery.

Do you offer a dedicated account manager or support team?

Why it matters: A single point of contact ensures consistency and accountability. Without it,
support gets fragmented.

What to expect in a good answer: They should confirm that you’ll have a dedicated manager
and/or support team. Look for partners who emphasize relationships and continuity, not just
transactional engagements.
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