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01 - THE STAKES

Model quality is capped by expert quality

Every Al system learns from human judgment: labelled examples, ranked responses,
corrected outputs, edge-case reviews. If the people supplying that judgment are
mediocre, no amount of compute fixes the result. The errors simply get baked in at
scale.

That is why hiring for Al training and evaluation is not ordinary recruiting. A brilliant résumé can
still produce inconsistent labels; a modest résumé with strong judgment and discipline can
outperform it. The work rewards accuracy, consistency and guideline discipline more than
pedigree.

How an expert engagement typically runs

1. Define the work precisely. Task type, volume, quality bar, turnaround and the exact
guidelines experts will follow.

2. Source against the task, not the job title. Match domain depth and task skills to the actual
data experts will touch.

3. Screen with real work samples. Short paid trials on representative tasks beat interviews
every time.

4. Calibrate before production. A small batch, reviewed against gold answers, aligns
everyone on the guidelines.

5. Ramp in stages. Start with a pilot group, measure agreement and error rates, then scale
what works.

6. Run a permanent QA layer. Second-pass review and spot checks keep quality from drifting
over time.
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02 - SCREENING

What to screen for — and how

Five qualities predict success in training and evaluation work. Screen for all five; a gap
in any one of them shows up later as rework.

Domain depth Judgment on edge cases

Real subject expertise — the field the data Most tasks are easy; the value sits in the
is about, not just the tool used to label it. ambiguous 10%. Good experts reason
A finance dataset needs people who about intent instead of guessing or
actually understand finance. forcing a category.

Guideline discipline Written communication

The ability to follow written rules exactly Evaluators must explain ratings and write
— even when personal instinct disagrees corrections clearly. Weak writing makes
— and to flag genuinely unclear rules feedback unusable, however strong the
instead of improvising. expertise.

Reliability

Consistent hours, steady throughput and honest availability. Evaluation pipelines stall when
experts disappear mid-batch.

Screening methods that actually work

Paid work-sample trials on real (or realistic) tasks, scored against known answers.

Calibration tests: give ten experts the same items; measure agreement before anyone
touches production data.

A short Al-assisted or live interview to verify identity, communication and genuine subject
knowledge.

Reference and credential checks proportionate to the domain — essential for regulated
fields like medicine and law.
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03 - PITFALLS & MODELS

Common mistakes, and how to structure the
engagement

Mistakes we see teams make
X Hiring on résumé alone. Credentials do not predict labelling consistency; work samples do.
X Skipping calibration. Without a gold-standard batch, every expert invents their own standard.

% Scaling before the pilot proves out. A quality problem at 5 experts becomes a data problem
at 50.

X No QA layer. Even strong experts drift; unreviewed output quietly degrades.
X Under-briefing. Vague guidelines produce confident, consistent, wrong data.

X Choosing on price alone. Cheap data that must be redone is the most expensive data of all.

Engagement models — when each fits

Flexible hourly experts. Best for variable volumes and specialist tasks: scale hours up or
down as dataset phases change.

A dedicated expert pod. A stable small team for long-running programmes where
accumulated guideline knowledge matters.

Project-based delivery. A defined batch with a fixed quality bar and deadline — useful for
one-off dataset builds.

QA-only layer. Independent reviewers auditing work produced by your existing team or
vendors.
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04 - BEFORE YOU LAUNCH

The pre-launch checklist

Run through this list before the first production batch. Every unchecked box is a
problem you will meet later, at higher cost.

v The task is defined in writing: type, volume, deadline and quality bar.
v Guidelines exist, with worked examples of good and bad output.

v A gold-standard set is ready to calibrate and test experts against.

v Experts are screened with paid work samples, not interviews alone.

v Domain credentials are verified where the field requires it.

v A pilot group and a go/no-go quality threshold are agreed.

v A QA layer (second-pass review + spot checks) is staffed from day one.
v Hours, rates and availability expectations are confirmed in writing.

v There is a feedback loop: error patterns go back into the guidelines.

v Ascale-up and scale-down plan exists for when volumes change.
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