
©© 

Building and Scaling with AI

[ref]

https://marketoonist.com/2023/02/the-ai-pivot.html
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    Summer School: 
Building and Scaling with AI 101
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Ultimate Goal: PMF + Return Fund

PMF = (1) business metric levels off above 0, and 
      (2) profit exponentially increases

  
[ref*]

Die-hard loyal customers, burning “white hot”

https://www.ikukuyeva.com/community/presentations/Product-Market-Fit-roadmap
https://www.ikukuyeva.com/blog/founders/understand-how-vcs-make-money-to-elevate-your-pitch-deck
https://uxdesign.cc/wtf-is-your-metric-doing-to-your-customers-473942ea3829
https://briantod.com/blog/2016/10/25/the-search-for-product-market-fit
https://www.nfx.com/post/finding-white-hot-center
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[ref]

https://x.com/hnshah/status/1937933318802346033
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< HW: Ask co-founder(s) top 3 priorities >
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Agenda

● Align

● Build (AI) 

○ Move needle on business

● Scale
○ Build vs buy
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→ Frameworks to Build + Scale 101

● Align

● Build (AI)

○ Move needle on business

● Scale: 
○ Build vs buy

[ref]

https://medium.com/@kenmizota/explaining-compromise-with-trade-off-triangles-a70c36e161a6
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→ Frameworks to Build + Scale 101

● Align

● Build (AI) 

○ Move needle on business

● Scale: 
○ Build vs buy

Adapt as needed
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AI Diligence | Mentor 100+ Start-ups/year

http://ikukuyeva.substack.com/
https://www.ikukuyeva.com/community/mentor
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Led Global Teams | Invented, Implemented, Scaled AI

Ph.D. in Statistics

FashionTech
eCommerce
Hospitality

FinTech
SaaS
IoT
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If this is not true:

● Founder with Lived Customer Experience

● Start-up:

○ SaaS Platform – or has Software Component(s)

○ MVP (+ beyond)

○ Growth milestones in mind

https://medium.com/startup-grind/why-the-best-founders-have-lived-the-problem-they-are-solving-7c00f2b6ce48
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4 Ways to Move Needle on Business

Product Discovery Madlib/Template

● Increase revenue

● Increase efficiency

● Reduce risk 

● Improve quality 

https://locallyoptimistic.com/post/data-product-discovery-template/
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Scaling: Business 101

● Increase revenue

● Increase efficiency

● Reduce risk 

● Improve quality 

1 Goal: Identify + reduce points of friction
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PLG: Identify + Reduce Points of Friction

https://www.ikukuyeva.com/community/presentations/talk-ai-product-integration
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PLG: Identify + Reduce Points of Friction
[Framework]

supply
demand

hardgoods

https://www.ikukuyeva.com/community/presentations/talk-ai-product-integration
https://www.ikukuyeva.com/community/presentations/Product-Market-Fit-roadmap
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PLG: Identify + Reduce Points of Friction

[Framework]

$$$
Time to

%
#

https://www.ikukuyeva.com/community/presentations/talk-ai-product-integration
https://www.ikukuyeva.com/community/presentations/Product-Market-Fit-roadmap
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Most important line?
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Scaling: Business 101

4 Focus areas:

● Get customers

● Convert [into paid]

● Retain 

● Expansion/upsell
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< Cloud SaaS Startup EX>

Get customers
Convert [into paid]

Retain 
Expansion/upsell
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< Cloud SaaS Startup EX>

Get customers
Convert [into paid]

Retain 
Expansion/upsell

Bonus: Prioritization + Alignment
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Scaling: Business – AI Strategy 101

4 Focus areas:

● Get customers

● Convert [into paid]

● Retain 

● Expansion/upsell

1 Goal: Pattern to flag next time → Look-alike Model
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Scaling: Business – AI Strategy 101

4 Focus areas:

● Get customers

● Convert [into paid]

● Retain 

● Expansion/upsell

1 Goal: Pattern to flag next time → Look-alike Model (LAM)

Lean Process
No/low-tech
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Scaling: Business – AI Strategy 101: LAM

● 1 of 4 focus areas on roadmap [slide]

Get customers
Convert [into paid]
Retain 
Expansion/upsell
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Scaling: Business – AI Strategy 101: LAM

● 1 of 4 focus areas on roadmap [slide]

● 1+ of 14 lines optimizing [slide]
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Scaling: Business – AI Strategy 101: LAM

● 1 of 4 focus areas on roadmap [slide]

● 1+ of 14 lines optimizing [slide]

● All touchpoints in last 30 days*
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Scaling: Business – AI Strategy 101: LAM

● 1 of 4 focus areas on roadmap [slide]

● 1+ of 14 lines optimizing [slide]

● All touchpoints in last 30 days*

● Who are customers at both ends of line?
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Scaling: Business – AI Strategy 101: LAM

● 1 of 4 focus areas on roadmap [slide]

● 1+ of 14 lines optimizing [slide]

● All touchpoints in last 30 days*

● Who are customers at both ends of line?

● 1 thing are/not doing differently?
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Scaling: Business – AI Strategy 101: LAM

● 1 of 4 focus areas on roadmap [slide]

● 1+ of 14 lines optimizing [slide]

● All touchpoints in last 30 days*

● Who are customers at both ends of line?

● 1 thing are/not doing differently?

Harder than it looks!
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Harder Than It Looks!

● No/little data! 

● Can’t tell who’s who!

● No difference!

○ No guarantees! → Here’s why + Time-box

● Can’t merge! 

○ Clean data doesn't exist! → Here’s why

● <many other reasons>

https://www.ikukuyeva.com/blog/data-professionals/ml-prod-vs-local
https://www.ikukuyeva.com/blog/founders/why-clean-data-does-not-exist
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Harder Than It Looks!

● No/little data! 

● Can’t tell who’s who!

● No difference!

○ No guarantees! → Here’s why + Time-box

● Can’t merge! 

○ Clean data doesn't exist! → Here’s why

● <many other reasons>

Helps evaluate gaps!

https://www.ikukuyeva.com/blog/data-professionals/ml-prod-vs-local
https://www.ikukuyeva.com/blog/founders/why-clean-data-does-not-exist
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Harder Than It Looks!

● No/little data! 

● Can’t tell who’s who!

● No difference!

○ No guarantees! → Here’s why + Time-box

● Can’t merge! 

○ Clean data doesn't exist! → Here’s why

● <many other reasons>

Helps find network effects!

https://www.ikukuyeva.com/blog/data-professionals/ml-prod-vs-local
https://www.ikukuyeva.com/blog/founders/why-clean-data-does-not-exist
https://www.nfx.com/post/ai-defensibility
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Harder Than It Looks!

● No/little data! 

● Can’t tell who’s who!

● No difference!

○ No guarantees! → Here’s why + Time-box

● Can’t merge! 

○ Clean data doesn't exist! → Here’s why

● <many other reasons>

Helps find PMF!

https://www.ikukuyeva.com/blog/data-professionals/ml-prod-vs-local
https://www.ikukuyeva.com/blog/founders/why-clean-data-does-not-exist
https://www.ikukuyeva.com/community/presentations/Product-Market-Fit-roadmap
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Scaling: Software

[ref]

[Cursor: slide, Appendix]

https://vincentdnl.com/en/drawings/technical-debt


©© 

< FashionTech SaaS Startup EX>
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< FashionTech SaaS Startup EX>

Tip: Diagram
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Scaling: Software – Strategy 101
● End goal: (Pre)Seed: 6 months from now (101 vs 401)
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Scaling: Software – Strategy 101
● End goal: (Pre)Seed: 6 months from now (101 vs 401)

○ 1 of 4 outcomes at % or # [slide]:

Increase revenue
Increase efficiency
Reduce risk 
Improve quality 

< EX >
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Scaling: Software – Strategy 101
● End goal: (Pre)Seed: 6 months from now (101 vs 401)

○ 1+ of 4 focus areas as $, time, % and/or # [slide]:

Get customers
Convert [into paid]
Retain 
Expansion/upsell

< EX >
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Scaling: Software – Strategy 101
● End goal: (Pre)Seed: 6 months from now (101 vs 401)

○ Other requirements: customer, business, software, etc.

 
< EX >
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Scaling: Software – Strategy 101
● End goal: (Pre)Seed: 6 months from now (101 vs 401)

○ Other requirements: customer, business, software

○ Other support: people, infrastructure, tech, etc.

< EX >
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Scaling: Software – Strategy 101
● End goal: (Pre)Seed: 6 months from now (101 vs 401)

○ Other requirements: customer, business, software, etc.

○ Other support: people, infrastructure, tech, etc.

→ Identify Gap: what’s working + not

https://www.reddit.com/r/ExperiencedDevs/comments/1j089je/how_do_you_get_tech_debt_into_a_sprint_when/
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Scaling: Software – Strategy 101
● End goal: (Pre)Seed: 6 months from now (101 vs 401)

○ Other requirements: customer, business, software

○ Other support: people, infrastructure, tech

→ Identify Gap = 6 month roadmap
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Scaling: Software + People – Strategy 101
● End goal: (Pre)Seed: 6 months from now (101 vs 401)

○ Other requirements: customer, business, software

○ Other support: people, infrastructure, tech

→ Identify Gap = 6 month roadmap to get there

● Build vs Buy (next section)

○ If build → hire for milestones

https://www.ikukuyeva.com/blog/leaders/hiring-and-retaining-candidates
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Build vs Buy (post-MVP)

https://akfpartners.com/growth-blog/build-v.-buy
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Cursor/Similar Build for You

[ref]

https://www.monkeyuser.com/page/2/
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Cursor/Similar Build for You

[ref]

You fix at 3 AM!

https://www.monkeyuser.com/page/2/
https://thedesignteam.io/the-human-in-the-loop-4fe88b16c64d
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● Build or (co)build via Cursor/similar? 

○ Maintain + support? [slide]

Cursor/Similar Build for You

[ref]

https://engineering.cerner.com/blog/difficult-debugging/


©© 

● Build or (co)build via Cursor/similar? 

○ Maintain + support?

○ Complexity vs cost of wrong answer

Cursor/Similar Build for You

[ref]

https://notion.notion.site/How-Notion-s-AI-Lead-Runs-a-High-Velocity-Eng-Team-with-AI-Post-Event-Recap-218efdeead0580a1a8b0c7471ffa0861
https://ikukuyeva.substack.com/p/magic-llm-models-real-irs-penalties
https://engineering.cerner.com/blog/difficult-debugging/
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Build vs Buy (post-MVP): DOs and DON'Ts

● Buy?

○ Don’t buy after demo!

<EX: HealthTech SaaS Startup: buy after demo>

https://joereis.substack.com/p/fck-around-and-find-out
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Build vs Buy (post-MVP): DOs and DON'Ts

● Buy?

○ Don’t buy after demo!

<EX: HealthTech SaaS Startup: buy after demo>

<EX: LS SaaS Startup DD>

https://joereis.substack.com/p/fck-around-and-find-out
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Build vs Buy (post-MVP): DOs and DON'Ts

● Buy?

○ Don’t buy after demo!

<EX: HealthTech SaaS Startup: buy after demo>

○ Pilot tied to milestone(s) + gap(s) 

■ <EX FashionTech SaaS Startup: not buy>

https://joereis.substack.com/p/fck-around-and-find-out
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Build vs Buy (post-MVP): DOs and DON'Ts

● Buy?

○ Require Service Level Agreement (SLA)

■ On-call support at 3 AM

■ Response time

https://aws.amazon.com/what-is/service-level-agreement/
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Build vs Buy (post-MVP): DOs and DON'Ts

● Buy?

○ Require Service Level Agreement (SLA)

■ On-call support at 3 AM

■ Response time

■ Tied to 1 of 4 outcomes [slide]

■ Reason for buying services!

https://aws.amazon.com/what-is/service-level-agreement/
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Build vs Buy (post-MVP): DOs and DON'Ts

● Buy?

○ Require Service Level Agreement (SLA)

■ On-call support at 3 AM

■ Response time

■ Tied to 1 of 4 outcomes [slide]

■ Reason for buying services!

■ <EX Cyber SaaS Startup DD>

https://aws.amazon.com/what-is/service-level-agreement/
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Build vs Buy (post-MVP): DOs and DON'Ts

● Build?

● Buy?

● Bridge? 

○ Buy → gaps  → build (to fill gaps) → maintain

https://medium.com/@durginv/hidden-cost-of-build-vs-buy-744d077716ce
https://www.productmarketfit.tech/p/the-playbook-to-avoid-openai-killing
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Summary: Build and Scale with AI 101

● Align

● Build (AI) for business outcomes

● Scale: 
○ End Goals
○ LAM
○ Gaps
○ Build/buy/bridge
○ Repeat

[ref]

https://medium.com/@kenmizota/explaining-compromise-with-trade-off-triangles-a70c36e161a6
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Summary: Build and Scale with AI 101

● Scale: 

○ End Goals

○ Measure

○ Learn

○ Build/buy/bridge 

○ Repeat

[ref]

http://karenwong.weebly.com/blog/time-to-pivot-new-strategies
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Homework

● Top 3 priorities w/ co-founder(s) [slide]

● State of business now [slides]

● Goal in 6 months [slides]

● LAM to move needle on business [slides]

● Gaps

● Decide to build/buy/bridge
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Office Hours

● Slauson&Co Operator Network (S-CON)
○ S-CON Newsletter

● Accelerator mentor + FAQs on blog

● AMAs: announce on LinkedIn + website
○ July 22nd: 805 Startups

● “Pick my brain” ($$): Calendly

https://www.ikukuyeva.com/community/mentor
https://www.ikukuyeva.com/blog
https://www.linkedin.com/in/ikukuyeva/
https://www.ikukuyeva.com/community/presentations
https://community.805startups.com/c/events-78dbf3/office-hours-irina-kukuyeva-3
https://calendly.com/irina-kukuyeva/pick-my-brain
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Good luck! Questions?

ikukuyeva.com/community/presentations/building-and-scaling-with-ai-talk

https://www.ikukuyeva.com/community/presentations/building-and-scaling-with-ai-talk
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Appendix
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Scaling: AI Software – Strategy 201

(ML Test, 2016*)

Talk: Cutting Through the AI Hype: Tips to Prepare for AI Due Diligence + 
Talk: AI Product Integration: The Good, The Bad, The Ugly + How to Navigate It

https://research.google/pubs/whats-your-ml-test-score-a-rubric-for-ml-production-systems/
https://www.ikukuyeva.com/community/presentations/talk-ai-diligence-prep
https://www.ikukuyeva.com/community/presentations/talk-ai-product-integration
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Scaling: Business 201 – Feedback + New Product Ideas

EX: Amazon return 

Framework for data strategy for product-market fit 

https://www.ikukuyeva.com/community/presentations/Product-Market-Fit-roadmap
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Scaling: Software and People – Strategy 201

● At later stages, end goal = exit to return fund

○ Intermediate goals: growth milestones to exit

→   Similar exercise [slides]

https://www.ikukuyeva.com/blog/founders/understand-how-vcs-make-money-to-elevate-your-pitch-deck
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Building and Scaling GenAI

AI vs PLG 
[ref]

https://www.ikukuyeva.com/blog/founders/ai-vs-plg
https://www.linkedin.com/posts/damienbenveniste_machinelearning-datascience-artificialintelligence-activity-7135311693194137600-alsN
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Building and Scaling GenAI

[ref]

Ready for costs ???

OpenAI 2024 (est): $7B [DCD]

https://www.linkedin.com/posts/damienbenveniste_machinelearning-datascience-artificialintelligence-activity-7135311693194137600-alsN
https://www.datacenterdynamics.com/en/news/openai-training-and-inference-costs-could-reach-7bn-for-2024-ai-startup-set-to-lose-5bn-report/
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Building and Scaling GenAI

[ref]

Hiring: AI Engineer

→ Tune 1B+ parameters

→ MS-level thesis*

[ref]*No guarantees + not real-time!

https://www.linkedin.com/posts/damienbenveniste_machinelearning-datascience-artificialintelligence-activity-7135311693194137600-alsN
https://xkcd.com/2048/
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Building and Scaling GenAI

[ref]

LLM SYSTEM?!

Hiring: AI Engineer

→ Change LLM architecture

→ PhD-level thesis*

*No guarantees + not real-time!

https://xkcd.com/1838/
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Building and Scaling GenAI

● FAQ = most popular “feature”?

● Need exact answer?

[ref]

https://ikukuyeva.substack.com/p/magic-llm-models-real-irs-penalties
https://ikukuyeva.substack.com/p/magic-llm-models-real-irs-penalties
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● Built on publicly-available code* 

○ Tech debt in every code base

○ Bias: publicly available code → code quality? 

■ Who makes public?

■ Age of repository

■ Tech stack changes

■ Other issues

Notes on Cursor/Similar

[ref]

https://arxiv.org/abs/2410.07002
https://artificialintelligencemadesimple.substack.com/p/the-cursor-mirage
https://vincentdnl.com/en/drawings/technical-debt
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● Design w/ (Eng) team

○ No throwing over wall

○ Started → own end-to-end

Email what ChatGPT drafted w/o edits?

Notes on Cursor/Similar

[ref*]

Hot  
Take

YOUR CODE IS

https://xkcd.com/1513/


©● To Chatbot or not: Add value? Route to CX with “something else” option?
● https://www.helpshift.com/bot-wars-edition-1-amazon-com-chatbot/

EX: Amazon Help Chatbot

https://www.helpshift.com/bot-wars-edition-1-amazon-com-chatbot/
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(Contradictory) Opinions on GenAI

● AI as Normal technology, by Columbia University

● It’s just math!
○ CalTech’s use of AI

● Levered beta is all you need, by Ethan Ding

● I Revolted Against “Vibe Coding” — Until I Realized I’d Been Doing 
It All Along Confessions of a former Vibe Coding hater (who now 
vibes… cautiously), by Hailey Quach

Hot  
Take

https://knightcolumbia.org/content/ai-as-normal-technology
https://magazine.caltech.edu/post/seeing-the-whole-board-how-caltech-is-using-ai-to-advance-scientific-discovery
https://textql.notion.site/levered-beta-is-all-you-need-20ba769a508880388186ef0c2fa11389
https://medium.com/@haileyq/i-revolted-against-vibe-coding-until-i-realized-id-been-doing-it-all-along-b5469c440feb
https://medium.com/@haileyq/i-revolted-against-vibe-coding-until-i-realized-id-been-doing-it-all-along-b5469c440feb
https://medium.com/@haileyq/i-revolted-against-vibe-coding-until-i-realized-id-been-doing-it-all-along-b5469c440feb
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Advice on GenAI

● Hamza Khalid’s resource of Prompt Engineering guides

● 5 Paths to Launch AI Agents

● “How I AI” portion of Lenny’s Newsletter

● Oxen.AI’s Fine-tuning Fridays and past recordings

● 6 metrics from Zapier for evaluating GenAI output

https://pk.linkedin.com/in/hamzakhalid431?trk=public_post-text
https://www.linkedin.com/posts/jimmyacton_breaking-google-openai-and-anthropic-activity-7338074982402457601-k_Pg
https://gtmnow.com/5-different-paths-to-launch-ai-agents-with-examples/
https://www.lennysnewsletter.com/s/how-i-ai
http://oxen.ai
https://lu.ma/fine-tuning-friday-3
https://ghost.oxen.ai/tag/fine-tune-fridays/
https://zapier.com/blog/ai-metrics/
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Retrieval-Augmented Generation (RAG)

● FAQs (AKA “source of truth”)

○ Text → Math: chunks + embedding

● (User) Prompt 

○ Text → Math: embedding

● Top responses via similarity 

● Responses → LLM 

[ref]

TIP: Keep track of Q&A → may decide 
to partner with experts to offer and 

charge for additional services

https://developers.google.com/machine-learning/crash-course/embeddings/embedding-space
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More Advice: Prioritization + Alignment

● How to Prioritize when Everything is High Priority: the Data-Driven Approach

● Column: Your Business Has Lots of Ideas on What To Work On. Here’s How To 
Decide on What’s Next

● John Cutler’s The 4 Prioritization Jobs (And Why It Matters)

● Madlib to “Tell me What you Want, What you Really, Really Want: How to 
Identify the Real Business Question”

● Alt to ask forgiveness or permission: context + will do X by Y date if not hear back

● AI hacks that we wanna steal from Notion

https://www.ikukuyeva.com/blog/Prioritization/data-driven-prioritization
https://www.ikukuyeva.com/blog/Prioritization/build-measure-learn-article
https://www.ikukuyeva.com/blog/Prioritization/build-measure-learn-article
https://cutlefish.substack.com/p/tbm-351-the-4-prioritization-jobs
https://locallyoptimistic.com/post/data-product-discovery-template/
https://locallyoptimistic.com/post/data-product-discovery-template/
https://thefounderplaybook.hustlefund.vc/p/ai-hacks-from-notion-s-lead-ai-engineer
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More Advice

● 21+ PLG Strategies 

● NFX recommends “AI-Native” over PLG GTM strategy
○ Agree RE product + community
○ My hot take to NFX’ “5 Levels of AI Spectrum”

● Metrics + Goodhart Law

● Plan for things to break

Hot  Take

https://productled.com/blog/the-best-product-led-growth-examples
https://www.nfx.com/post/upgraded-gtm-playbook
https://www.ikukuyeva.com/blog/founders/hot-take-5-spectrum-of-ai
https://www.nfx.com/post/ai-perspective-2023
https://www.vincelaw.co/blog/wtf-is-your-metric-doing-to-your-customers
https://emilie.substack.com/p/your-concrete-will-crack-plan-for

