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The Enterprise
SEERA S G

0 Enterprises that have already
3 5/0 replaced a SaaS tool with
custom software.

7 O/ Teams expecting to build more
(0 custom internal tools in 2026.

0 Professionals building software
6 0 /0 outside of IT oversight
(Shadow IT).

Driven by Al-assisted vibe coding and
shifting economics, development is
outpacing traditional procurement. The era
of rigid SaaS dependencies is fracturing.
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The Rule of 70% Anchor

=

The Buy Trigger

Does standard, off-the-shelf
functionality cover 70%+ of your
workflow needs?

Action: Buy Saas.

<)

The Build Trigger

Are 70%+ of your requirements unique
to your proprietary data, compliance
needs, or customer experience?

[ Action: Build Custom. J

Don't reinvent commodity functions
(e.g., standard payroll, generic CRM).

Do not bend your competitive advantage
to fit a generic vendor's database schema.
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The lllusion of Low-Cost SaaS

Visible Cost: Base Subscriptions
$1,200 - $3,608 / user / year

APl Overages

Costs multiply exponentially as data
volume and integrations scale.

Workaround Engineering

Internal dev hours spent bridging gaps in
limited, pre-built features.

avg. $10K-$25K annually

Vendor Lock-In

Artificial barriers to data portability; forced
compliance with third-party roadmaps.
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The Gravity of Full Custom

Annual Maintenance

15% - 25% of initial build cost every
year for bug fixes and patches.

Pre-Revenue Infrastructure
$2K-$5K/month before the first

user logs in.
/ ( - Initial Build
| $100K - $1M+
Compliance Audits s e Technical Debt
$50K-S200K initially (SOC 2, HIPAA) Rushed coding slows future feature
plus ongoing maintenance. velocity by 20% - 50%.

& NotebooklLM



The Third Way: The Starter-Kit Hybrid

Eliminate the boilerplate. Own the proprietary logic.

= e - e — ~
i . W

Traditional Boilerplate

Auth, Billing, DB Setup, Email, Ul i
Custom * |

Proprietary Logic Time: 200-400 hours
 Cost: $20K - $80K

Starter Kit Foundation

Starter Kit Foundation Pre-built Saa$S infrastructure

(Pre-built Infrastructure)

Cost: $199 - $499

The Impact: 50% to 80% reduction in MVP development time. Teams focus 100% of engineering bandwidth on
revenue-generating, differentiated features.
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The 36-Month TCO Horizon

|

. Full Custom
17
o
O
© Starter Kit / Hybrid
© .
|
|
|
1 Months 18-24:
| : The Crossover Point
— Soaies s s i ekt il M 2% s __
Month © Month 6 Month 12 Month 18 Month 24 Month 30 Month 36

point typically occurs between months 18-24 as per-seat licenses and APl overages compound.

l Key Insight: SaaS wins the 6-month sprint. Custom/Hybrid wins the 36-month marathon. The crossover ]
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The Al Frontier: Beyond the Black Box

96% of enterprise IT leaders plan to expand the use of custom Al agents in the next 12 months.

Al SaaS (Buy) Custom Agents (Build)

Pre-trained, generic reasoning. Proprietary decision engines aligned with internal
Limited data control. architecture.
High risk of vendor lock-in. Full control over data pipelines and compliance.

Competitors have the exact same capabilities. Customized orchestration and workflow logic.
Creates a defensible technological moat.
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Anatomy of a Custom Enterprise Al Agent

Layer 5: DevOps & Observability —

Infrastructure scalability,
monitoring, and compliance.

Layer 3: Memory & Vector DB ——

Context retention, semantic
search, RAG capabilities.

Layer 1: LLM & Model Layer ——

Core intelligence, fine-tuned
on proprietary data.

1 —— Layer 2: Tools, APIs &

—— Layer 4: Agent Orchestration

Decision flows, conditional logic,
multi-agent coordination.

Integrations

Execution layer connected to
internal systems.




The Execution Gap: Why 95% of Al Pilots Fail

Data Governance & Security

Inability to securely route
proprietary data.

Operational Complexity

Lack of Layer 5 DevOps
for Al workloads.

Vendor Dependency

Tying core workflows to volatile,
third-party API rate limits.

e

Pilot Projects

@® Production (5%)




The 2026 Diagnostic Matrix

Criteria

Buy (SaaS)

Customization

Time to Market

DEVE

Upfront Budget

Long-Term TCO

Vendor Lock-In

Team Capacity Reaq.

Minimal

$

Build (Custom) l Hybrid (Starter Kit) )
Unlimited High
Weeks
$$
Optimized Predictable
Zero Low Risk
Moderate




The Strategic Moat Spectrum

Zone 1: Operational / Commodity Zone 2: Core Workflows Zone 3: Proprietary Differentiation

_ | HYBRID / STARTER KIT BUILD CUSTOM

Tools that run the business but Tools requiring custom workflows Software that IS the product or
don't differentiate it but standard infrastructure unique competitive advantage
(Payroll, basic CRM, generic (Internal dashboards, specialized (Custom Al decision engines,
communication). project management). proprietary algorithms).

STRATEGIC IMPERATIVE: Never build a commodity. Never rent your competitive advantage.
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