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Introduction 

Every IoT project starts with the idea of creating a new device or service. But between 
concept and launch, obstacles are common: missed deadlines, hardware issues, unstable 
firmware, or costs that grow faster than expected. Often, the challenge is not the technology 
itself but the limits of a small team trying to cover everything from embedded systems and 
microcontrollers to cloud integration. 

When projects reach this point, an outside perspective can help uncover what’s really holding 
things back and provide the experience needed to move forward. At WizzDev, we’ve 
developed a four-step process for getting projects back on track: analyzing the current state, 
planning realistic fixes, executing recovery, and handing over a system that can be maintained 
and extended. 

This whitepaper outlines that process with real-world examples, showing how structured 
intervention can turn a stalled project into one that is stable, testable, and ready for 
certification. To illustrate how this process works in practice, here’s a real-world case where 
WizzDev stepped in to recover an IoT project. 
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How WizzDev rescued an IoT project? 

Missed deadlines and hardware flaws are among the most frequent obstacles in IoT 
development. They can occur at any stage—from proof of concept to MVP and beyond—and 
often cascade into broader business risks. Another common challenge is the lack of 
specialized expertise within internal teams. 

This often happens when a small in-house team develops an IoT project and believes the 
system is ready, only to discover that it does not function as expected. At this point, many 
companies start looking for external professionals to get the project back on track. 

One of our clients came to us with exactly this situation. Their internal team had pushed the 
project forward but struggled with microcontroller programming and low-level firmware 
optimization—areas requiring niche skills and experience. Recognizing the gaps, they turned 
to WizzDev for support. 

We began with an analysis of the existing work: identifying what was functioning correctly and 
what was not. This gave us a clear picture of where our expertise was needed most. Based on 
the findings, we prepared a structured recovery roadmap. The plan broke down each 
problem, outlined milestones with time estimates, and included a risk assessment for every 
stage. 

Execution followed in an agile setup. The client received weekly update meetings, progress 
reports, and transparent documentation. Problems were addressed step by step: firmware 
routines were stabilized, hardware integration issues resolved, and cloud communication 
made reliable. 

When the project reached completion, we handed over everything in full: code, 
documentation, test procedures, and architectural notes. The client’s team was left with not 
only a working system but also the knowledge and resources needed to maintain and extend 
it independently. While every project is different, our rescues typically follow the same 
four-step process. 
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WizzDev’s 4-Step IoT Project Rescue 

1     Analyze the project 

Rescuing an IoT project starts with understanding where things stand today. We review 
the work as it is, not just the surface issues, and check what might be causing the 
trouble—unstable firmware, hardware limits, connectivity gaps, or cloud integration. 
Sometimes the sticking points are more basic: missing documentation, vague 
requirements, or testing that leaves blind spots. 

We go through this together with the client’s team. The goal is to see what already 
works, what doesn’t, and what could block progress the most. That way, the review 
makes sense both technically and in the context of the team’s goals. 

In one project, the client thought their hardware design was behind unexpected 
battery drain. After looking closer, we found the firmware was keeping the radio 
awake too long. Noticing this problem at an early stage made the whole process much 
faster, and easier for the client and for us. Fixing that in code saved weeks and 
avoided the cost of a hardware redesign. 

By the end of this step, the team knows exactly what state the project is in and which 
problems to tackle first. It’s not a bulky report—it’s a shared understanding that gives a 
starting point for recovery. 
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2     Plan & Design 

Once the review is complete, the next step is turning findings into a plan. The 
roadmap lists what needs fixing, how long each task should take, what resources are 
required, and where risks are most likely to appear. 

Some fixes are quick, like firmware adjustments. Others take more time, such as 
redesigning a communication stack. Laying this out helps the team and stakeholders 
see the trade-offs: which issues can be solved quickly, and which ones require more 
investment. 

Once a startup came to us after their subcontractor missed deadlines and delivered a 
PCB design that continued to delay progress. Our audit revealed critical layout 
mistakes that explained the failures. The plan was straightforward: prepare a 
corrected PCB design and deliver on time. With a clear roadmap, the team could keep 
moving forward without losing more time. 

Plans aren’t static—dependencies may only show up during implementation, or supply 
chain issues may affect chosen components. That’s why the roadmap is kept flexible 
and updated as new information appears. 
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3     Rescue & Delivery 

With the plan in place, the focus shifts to execution. Milestones are addressed in 
order: broken parts are fixed, missing pieces rebuilt, and the system is validated step 
by step until it works as intended. 

Our engineers work directly with the client’s team. Code changes, design decisions, 
and progress updates are shared openly, so everyone understands what is happening 
and why. 

For example, in one recovery the first priority was stabilizing firmware to stop random 
crashes. Once that was resolved, attention moved to redesigning the communication 
stack, which had been causing data loss in field tests. Handling issues in this order 
meant the team saw steady, visible progress and could rebuild trust across both 
developers and stakeholders. 

Execution always brings risk—fixes can reveal hidden problems, or a change in one 
part may create side effects elsewhere. That’s why transparency matters: by working 
side by side, issues are caught early and addressed in context, keeping the project 
moving forward. 
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4     Handover & Guarantee  

The final step is ensuring the client’s team can carry the project forward. Once the 
recovery work is complete, we provide all code, documentation, test procedures, and 
architectural notes in full. 

We also make time for knowledge transfer. Walkthroughs of the codebase, and 
explanations of key design decisions ensure the team understands how the system 
works and how to extend it. 

In one case, a startup preparing for certification needed more than stable 
firmware—they also required compliance documentation and test scripts. Delivering 
these alongside the fixes meant their engineers could move straight into certification 
trials. 

By the end of this step, the project is documented, maintainable, and fully in the 
client’s hands—ready for launch. 
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Summary 

Our four-step approach to IoT project recovery guarantees that we can resolve any issues that 
arise during development. This includes subcontractor misdeadlines, hardware not 
functioning as intended, and a lack of in-house expertise. We can step in at any stage of the 
client project. 

Thanks to our agile approach, clients always know what progress has been made and how 
much is left to do. A well-prepared plan enables us to deliver devices to market faster 
because we know how long each fix will take and what risks may be associated with every 
milestone. Good planning and a clear understanding of the issues ensure that the process 
runs smoothly without any unnecessary friction. 

Our transparent and collaborative approach gives clients confidence in how their money is 
spent. Once the project has been rescued, we hand over all the code, documentation, test 
procedures and architectural notes. This ensures that the project and device design always 
remain the client’s property, not WizzDev’s. 
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About WizzDev 
WizzDev is a team of passionate technologists dedicated to building advanced software and 
embedded systems for innovative IoT solutions. As proud AWS partners, we transform 
creative ideas into market-ready products tailored for a fast-evolving world. 
 
We focus on delivering software that’s not only functional but also future-proof. Our 
experienced team excels at optimizing complex hardware and aligning it with the latest tech 
trends and upcoming challenges. 
 
From electronics design and firmware development to PCB prototyping, our versatility is our 
strength. With an Agile mindset, we adapt quickly to changing requirements—crucial for 
companies aiming to scale fast. 
 
Our collaboration with AWS gives our clients access to cutting-edge tools and resources, 
enabling us to build reliable, cloud-integrated IoT solutions. We've contributed to the growth 
of sectors like smart home, medtech, bioscience, and automotive. 
 
At WizzDev, we believe innovation drives success. That’s why we embrace every challenge 
with enthusiasm, delivering solutions that often exceed expectations. Let’s build the future 
together. 
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https://wizzdev.com/contact-us/
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