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A B2B SaaS firm wanted faster proposal cycles across 

14 countries.

Buy the suite assistant (Office/Docs/Slides) + CRM-specific AI for snippets.  

Nothing exotic: SSO/SCIM, DLP rules, and a simple review workflow for external copy.  

Governance drift. They negotiated “no training on our data by default” into the MSA–
even though public policies already say this–so legal never had to re-litigate it. 

Case 2

Context

Decision

Architecture

Pitfall

When Buy wins: Sales content where the workflow is already standardized 

Result

Content throughput up ~30%, but the real win was adoption–people used it because it lived 
inside their daily apps. Vendors are normalizing this as a suite feature (Microsoft/Gemini/
Einstein/Now Assist), so time-to-value is unusually short. 

HYPERLINK →

https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai?utm_source=chatgpt.com
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A logistics company needed invoice and bill-of-lading extraction 
in depots with unstable links.  

Build small, fine-tuned models and run inference locally; push summaries to the cloud 
when connected.  
 

Router → SLM (millisecond answers) → queue for sync; cloud model only on 
ambiguous cases.  

Confidence calibration. They added human spot-checks until the SLM’s “uncertain” flag 
was trustworthy.

Case 3

Context

Decision

Architecture

Pitfall

When Buy wins: Edge extraction with latency guarantees.

Result

Sub-100 ms local responses and predictable throughput; cloud costs dropped because 
80–90% of traffic never left the site. 
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A pharma R&D group needed literature triage with perfect 
traceability.  

Build the retrieval layer and evaluation harness in-house; use cloud models behind 
private endpoints.  

Their assets were the ingestion/metadata rules and a ruthless evaluation harness; 
models were swappable (Azure/Vertex/Bedrock) over private links.  

Ingestion quality. They staffed one data engineer full-time to maintain chunking and 
metadata–cheap compared with fine-tuning too early. 

Case 4

Context

Decision

Architecture

Pitfall

When Buy wins: Regulated research with strict audit 

Result

Higher researcher throughput and painless audits–the logs could reconstruct any answer 
with sources and versions.  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A bank wanted a cross-department “answer engine” with 
permissions and citations.  

Own the middle (gateway, guardrails, retrieval, evaluation), rent model endpoints and a 
few narrow SaaS apps.  

Requests hit the company gateway → redaction → RAG over sources with access 
checks at retrieval → model router (small model first, big model when needed) → 
guardrails → logs to SIEM.  

One team bypassed the gateway for a “quick demo,” hiding spend and policy. IT shut it 
down and made the gateway mandatory. 

Case 5

Context

Decision

Architecture

Pitfall

When Buy wins: The enterprise knowledge assistant 

Result

Accuracy rose steadily with better retrieval; unit cost fell as routing matured. When the EU 
AI Act obligations were staged in (2025–2026), nothing changed in code, the evidence 
(logs, model cards, deletion proofs) already existed.  



55

An insurer needed triage plus a few follow-up actions across 
three systems.  

Keep orchestration and approvals in-house; rent the model API.

The agent could plan steps but had guardrails: idempotent tools, pre-conditions, and 
human sign-off for actions that moved money.

Unbounded loops in early runs; the team added timeouts and step budgets. 

Case 6

Context

Decision

Architecture

Pitfall

When Buy wins: Claims triage with agentic steps 

Result

Cycle time down ~18%; 

zero policy breaches in six-week pilot because the guardrails lived in the company’s 
runtime, not in vendor code.  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A retailer had to expand AI assistants to the EU and U.K. while the 
EU AI Act deadlines loomed.  

Deploy vendor apps and API endpoints only via private connectivity; keep logs/
evidence centrally with their own evaluation harness.  

Azure/Bedrock/Vertex endpoints over PrivateLink/Private Endpoint/PSC; model choice 
by region; central SIEM and deletion tests. 
 

HYPERLINK →

None major; the lock-in risk was contained by contractually guaranteed exports 
(prompts, embeddings, logs) and a tested exit path.

Case 7

Context

Decision

Architecture

Pitfall

When Buy wins: Global rollout under a hard compliance clock 

Result

Procurement sailed through because the run-time evidence matched NIST/ISO 
expectations and the EU timeline (GPAI obligations in Aug 2025, broader duties by Aug 2, 
2026).  

HYPERLINK →

https://cloud.google.com/vertex-ai/docs/general/psc-endpoints?utm_source=chatgpt.com
https://digital-strategy.ec.europa.eu/en/policies/regulatory-framework-ai?utm_source=chatgpt.com
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