Should you build

or buy an Al agent for o
your website?

With Al influencing nearly every business decision today, the classic
build versus buy debate is evolving. What used to be an either/or choice

(control versus speed, more flexibility or lower costs) is now a spectrum.

For brands adding Al to the customer experience, the opportunity lies in finding the right balance:
buy a strong foundation where vendors handle the heavy lifting, then build the Al agent experience

on top that reflects your brand, integrates with your systems, and grows with your business.

The build versus buy question has always come down to
trade-offs: customization or standardization, long-term

control or faster deployment, flexibility or less maintenance.

In the pre-Al era, it was simpler: buying meant speed

but with fewer options, while building meant more control An Al agent for your website

but higher costs, longer timelines, and more risk. . . .
or mobile app acts as a digital

Al has shifted how these trade-offs stack up. The upfront

o _ concierge, answering questions,
costs of building seem lower today because generative Al

accelerates development and reduces technical barriers. gmding ViSitOI‘S, and helping
But at the same time, the case for buying has grown much them complete tasks.
stronger. Change is the only constant when it comes to Al:

new models, emerging standards, privacy requirements,

and security challenges make ongoing maintenance

more complex than ever.

This eBook will revisit the familiar arguments on both sides of the build vs. buy debate, show how Al has
changed the equation, and explain why companies introducing Al agents are increasingly finding success
by buying the foundation and building the experience.
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Why the build vs. buy debate looks different in the Al era

The core questions of software procurement remain the same:

* How fast do we need to launch?

* How much control do we want?

* How much maintenance can we handle?

* What will it cost now versus later?

But with Al, the trade-offs behind those questions look very different. New opportunities for speed and customization are emerging,

but so are new challenges around innovation, compliance, and talent risk. The chart below compares how the classic build vs. buy

debate shifts with the rise of Al agents.

If you build

Slower to launch;

If you buy

Faster go-live with out-

With Al

Al lowers barriers, but a platform accelerates

Speed depends on internal of-the-box foundations. deployment with ready-made templates and
resources. integrations.
Higher upfront costs and Lower upfront with Al reduces dev costs, but vendor platforms absorb
Cost unpredictable long-term predictable ongoing rising long-term complexity.
spend. costs.
Full ownership of Limited to vendor’s True control now comes from data, workflows,
code and IP, but full options and roadmap, and brand experience, not owning infrastructure.
Control responsibility too. but many more out-of-

the-box (OOTB) features

available.

Maintenance

Every update, bug,
and model change is
your responsibility.

Vendor manages
upgrades, compliance,
and fixes.

Al evolves constantly, making in-house
maintenance heavier than ever.

Compliance & Risk

Your team carries all
liability for audits and
regulations.

Vendor ensures

certifications, standards,

and compliance.

Al introduces higher stakes (bias, explainability,
data privacy), so vendor expertise is essential.

Customization

Virtually unlimited, but
resource intensive.

Limited to exposed
options.

Platforms now offer rich configuration, templates,
and Ul controls so small teams can customize
without heavy coding.

Innovation &
New Features

Innovation limited to
your team'’s capacity.

Vendors continuously
innovate and expand
functionality.

Vendors ship continuous improvements
(new features, models, connectors) at a pace
in-house teams can’t match.

Knowledge tied to
individual engineers,

Vendor provides
continuity and

Platforms preserve knowledge through templates,
versioning, and reusable components.

Talent Risk R )
so if they leave, so does documentation.
the expertise.
Limited by internal Platform handles Vendors extend scalability with content connectors,
resources, integrations scale automatically MCP integrations, governance tools, and more to
Scalability built in-house, and across users, data, support enterprise-wide rollouts.

ability to keep up with
growing use cases.

and integrations.
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Vendors like ai12z don't just absorb complexity; they innovate daily. They push Owning infrastructure isn't a
forward with new features, connectors, and templates so brands can move faster differentiator anymore. What matters is

without falling behind. And much of that innovation comes directly from customer having a platform that adapts with your

input. People using the platform every day across industries, use cases, and skill organization, while keeping pace with
levels surface gaps, edge cases, and ideas an in-house team wouldn’t catch. the rapid evolution of Al.

If you build on your own, you lose that feedback loop.

Buy a foundation that lets you build what matters

For most brands, building and maintaining the foundation of an Al agent is not where they need to spend their resources and
focus. What helps brands differentiate is building the experience layer.

* Does the agent look and feel like your brand?  Does it answer accurately and with the right tone?

* Can it complete the tasks your customers came for (booking, comparing, purchasing, or learning)?

Customers don’t see the models, logs, or compliance reports. They experience the interaction itself. That's why the smarter move
is to let a platform handle the foundation, including hosting, monitoring, compliance, and model updates, while your team shapes
the experience on top.

Think back to the early days of web content management (WCM). In the 2000s, many companies debated whether to build their own
CMS or buy one. Over time, it became clear that the most effective approach was to buy a stable platform and then design and build
custom websites on top. The platform handled the content storage, workflows, publishing, governance, while businesses focused on
creating differentiated digital experiences that matched their brand.

Al agents are at that same inflection point. Don’t build the foundation from scratch only to learn the hard way how expensive and
fragile it becomes. Buy the platform. Build the agent experience.

Challenges of building alone Teams often underestimate the hidden work involved
Building might feel tempting, but it comes with risks: in building. Data has to be pulled from many different

. systems, like SharePoint, Google Drive, CMSs, wikis, email,
Talent turnover: When engineers or developers leave, : ) ) e
s0 does the knowledge of how the Al agent was built. and the public web. Each has its own quirks, authentication

Documentation rarely keeps up. flows, rate limits, and file formats. And once you have the

Maintenance drain: Every update, bug, or compliance files, they don't always come through cleanly. PDFs, slides,

requirement eats up bandwidth from teams who should be and scans can lose structure, and tables or code blocks

focused on higher-value work. Extensibility is essential because often break in the process. Enterprise needs like SSO,
it allows the platform to grow and adapt. But, each API or audit trails, and compliance reviews add another layer.
connector becomes something your team has to support, These details quickly add up and make in-house builds

secure, and keep updated as other systems evolve.

harder to sustain than they first appear.

Lagging innovation: Internal teams can't keep pace
with dedicated vendors who release new features
and integrations as their core business.

vy ail2z

www.ail2zcom | info@ail2z.com



Flexible platforms that allow you to customize

Flexible platforms strike the balance: they provide a reliable core (data, security, orchestration)

while letting businesses customize the experience layer (workflows, visuals, tone, tasks). 703

At ai12z, our platform manages the complexity like hosting, monitoring, compliance,
new features, and upgrades, so brands can focus on creating digital assistants that O
look, act, and feel like their own. You decide:

* What knowledge sources an agent draws from. Can | increase my credit limit?

* How it speaks (tone, personality, brand voice).
J N\

Can | schedule a call with an advisor?

* How it interacts visually (cards, carousels, buttons, CTAs). What documents do | need

to open an investment account?

* What it can do (bookings, comparisons, transactions, integrations with what systems).

We provide tools that give brands and agencies real room to differentiate and build something custom.

The result is a platform where every brand can create Al agents that look, act, and feel completely different, while also benefiting from
a foundation that's constantly improving. Because innovation is our core business, you don't just avoid the risks of homegrown systems

where documentation and upkeep are difficult; you also gain access to a stream of new features, integrations, and improvements that

The choice for agencies looking to bring Al experiences to their clients

For agencies, the question is rarely whether to build or buy for themselves; it's how to deliver solutions that scale
across dozens of clients. A platform approach lets you focus on strategy and creativity. Agencies don’t have to rebuild
the foundation for every engagement, but they’re also not stuck delivering out-of-the-box, cookie-cutter results.
Each client can have an Al agent that feels completely unique, reflecting their brand voice, workflows, and systems,
while the foundation stays consistent and secure. That means agencies spend less time on upkeep and more time

on the creative, strategic work where their client will see the most value.

The build vs. buy debate isn’t going away. But in the era of Al, the balance has shifted. Building from scratch exposes

you to greater risks, while buying the right platform gives you a head start and room to innovate where it matters.

Buy the foundation. Build the experience. That’s how you win with Al agents.

ai12z powers Al assistants on websites and mobile apps, helping site visitors
quickly find information, complete tasks, and make purchasing decisions. With ai12z’s

’ q i 1 2 z Al search and digital assistants, marketers can engage and acquire new customers,
L) driving conversions while moving users further along their journey.

For more information on ai12z, visit our website.
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https://ai12z.com/

