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From Prompt to Product: How Al Apps Are Built

FREE EDUCATIONAL BRIEF - LEARN Al. UNCOVER THE DATA. PROTECT THE TRUTH.

SYNTHETIC

A demo takes an afternoon; a product takes an architecture. The distance between “it worked when | tried it” and
“it works for every customer, every day” is where Al development actually lives. Understanding the standard
anatomy helps founders scope budgets and helps buyers ask sharper questions.

THE SIX LAYERS OF A PRODUCTION Al APP

» Interface
The chat window, form, or API where users meet the system — including loading states and graceful failure.

» Orchestration
Code that assembles each model call: which prompt template, which context, which tools, what happens on error.

» Model layer

Often several models: a fast cheap one for routine steps, a stronger one for hard cases, with fallbacks between
providers.

» Knowledge layer
Retrieval from your documents and databases so answers reflect your facts, not the model's training guesswork.

» Guardrails
Input validation, output checks, content filters, rate limits, and approval gates before consequential actions.

v

> Observability
Logs of every prompt, response, cost, and latency — you cannot improve what you don't record.

WHERE PROJECTS ACTUALLY FAIL

Rarely at the model. Projects fail on unclear success criteria, messy source data, missing edge-case handling,
and unbudgeted evaluation time. A disciplined build spends roughly a third of its effort on testing and iteration
after the first working version — that is normal, not overrun.

COST INTUITION

Model usage is metered like electricity: you pay per token processed. Costs are managed with caching, smaller
models for routine steps, and tight prompts. For most business tools, monthly model spend is modest compared
to the engineering around it — another reason the architecture, not the model, deserves your scrutiny.

INVESTIGATOR'S TAKEAWAYS

» The model is one layer of six; the system around it creates reliability.
Retrieval grounds answers in your data — the single biggest quality lever.
Budget a third of the project for evaluation and iteration.

Log everything: prompts, outputs, costs, latency.

Ask vendors about guardrails and observability before asking about models.
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