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01 — WHY THIS EXISTS

Every operator is being pitched AI right
now.
Most of those pitches are general-purpose chatbots dressed
up as custom systems. A few are real engineering work. Telling
them apart is the entire job.

If you run an operation — a clinic, a brokerage, a service business, a multi-

location practice — you are inside a sales cycle whether you wanted to be or not.

Inbound calls from "AI receptionist" platforms. Cold LinkedIn messages from

agencies offering "AI agents." Webinars from horizontal AI platforms promising

deployment in a week. The volume is the noise; the noise is the point. It crowds

out the question that actually matters.

The question that matters is whether the AI you are being sold is a system you

can operate, or a demo dressed for a sales call.

The wrong choice is more expensive than doing nothing. A bad AI deployment

damages customer trust, leaks data, breaks workflows your staff already do well,

and ties you to a vendor whose roadmap is not your roadmap. Doing nothing for

another six months — and choosing well after — is almost always the better path

than choosing fast and unwinding it later.

This guide is the short version of what we tell every operator who calls us. Five

questions, a red-flag list, and one honest read on whether AI is right for your

operation right now.
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02 — THE FIVE QUESTIONS

Five questions to ask any AI vendor.
Ask all five. In order. If the answers degrade as you go, that is the answer.

QUESTION 01

Is this a system or a demo?

The wedge question. Most "AI agents" on the market today are demos: a single

happy path, scripted, brittle, untested under real operator load. A system has

been designed for the actual workflow it sits inside — escalation paths, error

recovery, integration with the operator's existing software, an answer for what

happens at 2 a.m. on a Sunday. Ask the vendor to walk you through what

happens on a Tuesday at 3:47 p.m. when three things go wrong at once. If the

answer is "the model will handle it," it is a demo.

QUESTION 02

What happens when the model is wrong?

AI models are wrong some of the time. Production AI is judged not by how often

it is right but by what it does when it is wrong. Does it escalate to a human? On

what triggers? Who reviews the escalations? Is there a confidence threshold?

Can you tune it? A vendor who cannot answer this clearly has not deployed in

production. A vendor who insists this rarely happens has not been honest with

themselves.
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02 — THE FIVE QUESTIONS (CONT.)

Questions three and four.

QUESTION 03

Who owns the workflow design?

The operator should own the workflow. The vendor should configure to it. If a

vendor is telling you how appointment confirmations work at your practice, that

is backwards — your front desk owns that workflow, and they own it for reasons

that took years to learn. A good AI partner will spend the first weeks

understanding your operation before writing a single integration. A bad one will

impose a template they have already sold to twenty other operators and call the

difference "customization."

QUESTION 04

What proof of production deployment exists?

Screenshots are not proof. Demos are not proof. Production proof is a customer

you can call. Ask the vendor for one — not a marketing-curated quote, not a case

study PDF, but a phone number for an operator running their system today. If

they cannot produce one, the system has not been deployed. If they can, ask

that operator what the system does badly. The answer to that question is more

useful than anything the vendor will tell you.
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02 — THE FIVE QUESTIONS (CONT.)

Question five — the long horizon.

QUESTION 05

What does this look like in 18 months?

The launch is the easy part. The 18-month picture is the actual product. Who

owns the system after deployment? How are model updates handled? When

your business changes — you open a second location, you add a service line, the

regulations shift — who modifies the configuration? What does ongoing pricing

look like, and what is the rate ceiling? Most AI vendors are organized around

acquisition, not operation. The system is built to close the deal, not to run for

years. If the answer to "what does month 18 look like" is fuzzy, you are about to

buy a launch, not a system.

If a vendor answers all five clearly, they are worth a longer conversation. If

they answer three of them and dodge two, the dodge is the signal. If they

answer one well and treat the rest as objections to overcome, end the call.
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03 — RED FLAGS

Five red flags that end the conversation.
Any one of these on its own is a hard signal. Two is the conversation.

The vendor refuses to commit to operator-specific workflow configuration.

If "we configure to your workflow" is met with deflection, the product is a template. You

will be the one bending.

"Powered by a leading large language model" is the proof point.

Everyone is powered by a leading large language model. The model is the easy part. The

engineering around it is the system. If the vendor leads with the model, there is no

system.

No reference customer will get on the phone with you.

Not a logo. Not a quote. A phone call. If the answer is "they're too busy," the answer is no

customer.

Pricing is per-message or per-minute with no rate ceiling.

Open-ended consumption pricing transfers all risk to you. A good partner caps your

downside or rebates overage. A vendor that will not is asking you to subsidize their

model costs.

"Deploy in a week" for anything operational.

Demos deploy in a week. Operational systems take weeks of discovery before the

engineering starts. Anyone promising a week is selling a demo and hoping you mistake it

for a system.
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04 — A CANDID READ

What we'd evaluate for you.
If you'd like a candid read on whether AI is right for your
operation right now, Velzyx will do a discovery call without an
obligation to engage.

A discovery call from us is not a sales call. It is forty-five minutes on the phone

with an engineer who has built and shipped production AI for operators in your

category. We will ask about your front-office workflow, your existing software,

your staffing, your unit economics, and what specifically is failing today. Then we

will tell you, honestly, whether AI will help.

For some operations, the honest answer is "not yet." Your call volume is too low

to justify the engineering. Your workflow is too fluid to encode. Your customers

are too uncomfortable with automation. In those cases we will say so, and we will

not be offended if you go talk to a competitor who tells you differently — but we

will have told you the truth.

For the operations where AI does fit, we will scope the engineering work, quote a

build, and ship a system that operates inside your business for years.

We would rather tell you "don't" than sell you "maybe."

velzyx.ai 07 / 09



05 — ABOUT VELZYX

About the studio.
Velzyx is an AI engineering studio in Newport Beach, California. We engineer

custom AI systems for operators in the new era of work. Three production

systems carry the studio's name today: Aria, a voice operator for appointment-

driven practices; AgentCentric, a web platform for luxury real estate; and

AnalytixCRE, an underwriting engine for commercial real estate. Each is

engineered for the operator who runs it. None of them are templates.

Velzyx is structured as a studio, not a platform. The distinction matters. A platform

sells the same software to every customer and asks them to fit it. A studio

engineers a custom system for each customer and asks the system to fit them.

The studio model is slower, denser, and more expensive per engagement. It is

also the model that ships AI that operates in production, year after year, without

becoming the operator's second job.

The studio was founded in 2026 by Varinder Kumar — Founder and AI Engineer

— out of a thesis that the next decade of AI does not belong to horizontal

platforms but to engineered systems built per operator. Velzyx is the bet on that

thesis.

Newport Beach, California. Founded 2026. Three production systems. One engineering

team.

velzyx.ai 08 / 09



VELZYX

Talk to us.
INFO@VELZYX.AI

VELZYX.AI

NEWPORT BEACH, CALIFORNIA
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