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Recap: AI Product

CUSTOM AI OFF-THE SHELF AI

MAKE BUY



This Part



This Lesson

• This lesson is about: no need to do it all yourself
• We will discuss different approaches later

• Services economy: triggered through cloud (IaaS/PaaS/SaaS)
• For more advanced models: option to do it yourself 

disappearing – role of hyperscalers



Example: Off-the-shelf AI Jesus

Source: https://www.independent.co.uk/tech/ai-jesus-church-switzerland-religion-b2653130.html



Source: https://www.independent.co.uk/tech/ai-jesus-church-switzerland-religion-b2653130.html



Without FlyPix With FlyPix

Example: Off-the-shelf GIS Tooling
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Example: Off-the-shelf Planning / Routing



Example: Off-the-shelf LLMs
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Classic Approach: Hiring Data Scientists



5-10 Years ago: Data Scientists were THE key 
resources to run AI projects
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Custom AI ≈ Software Building

• It’s not “Just 3 Data Scientists build a model, disappear and everything keeps running”

• You need an organization:
• Building the initial models

• Building industrialization pipelines

• Testing

• Monitoring ML models in production

• Maintaining & updating models

• Requires a decent AI maturity level



EU AI Act: Model Creator Responsibilities

[New EU AI Act Compliance Tool Evaluates Major Tech Companies’ AI Models]

https://computing.net/news/ai/new-eu-ai-act-compliance-tool-evaluates-major-tech-companies-ai-models/


EU AI Act: Model Creator Responsibilities

Information about trained models 
need to be provided:
1. Data - information about the 

model training data
2. Compute - information about 

the computing inputs used to 
train models

3. Model - information about the 
model performance and risks

4. Deployment - operational 
details about model use in 
production

[How Ready are Leading LLMs for the EU AI Act?]

1

2

3

4

https://synthedia.substack.com/p/how-ready-are-leading-large-language


Buy vs Build

o Advantages:
• Full control about the AI models and the underlying data

• Development of customized solutions optimized for a certain business context

• Innovation and competitive advantage

o Disadvantages:
• Don’t underestimate the time to market 

• High development and maintenance costs

• Requires specialized knowledge and capabilities



Buy vs Build

[Build vs Buy: Age Old Dilemma]

https://vadimkravcenko.com/shorts/build-vs-buy-vs-nocode/
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Off-the-Shelf AI



Benefits of choosing off-the-shelf solutions

Cost-effective
• From pre-investment 

in development to 
acquisition cost 
model

• Benefits of scale 
through multitenancy

Speed of
deployment
• AI evolves fast
• Saves months, if not 

years!

Risk 
management
• Less financial risk (no 

pre-investment)
• Less operational risks

Support and 
maintenance
• Focus on creating 

value instead of 
Keeping-It-Running

• Less reliance on data 
scientists

Scalability & 
extensibility
• Grows with your 

project/product
• Fast & low cost 

growth



Benefits of choosing off-the-shelf solutions

Source: https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai

Speed of
deployment
• AI evolves fast
• Saves months, if not 

years!

From project to 
value in 1 to 4 

months



Caveats

Limited customization
• 80% fit sufficient?
• Customization = premium price

Dependency on 3rd party
• Can you share your data?
• Do you want to share your 

data?

Data privacy & security
• Supplier guarantees?
• Can be better than DIY, or 

worse

No control over product 
evolution
• Pivot of startups
• Pricing changes
• Strategic control over model 

required?
• Partnerships evolve (OpenAI –

MSFT?)



Example: no control over product evolution

Source: https://arstechnica.com/information-technology/2025/01/sam-altman-says-we-are-now-confident-we-know-how-to-build-agi/
Source: https://www.businessinsider.com/microsoft-openai-put-price-tag-achieving-agi-2024-12



Buy vs Build (revisited)

Support & Maintenance
Cost-effectiveness

Less risks

Strategic control over AI 
wanted, incl customization
Control over data & security



Different discussion for GenAI?

Source: https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai



Different discussion for GenAI?
• Generative AI – or foundational models in general – support 

multiple use cases, but they might be too generic.

Source: https://www.neurond.com/blog/build-vs-buy-generative-ai
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Recap: AI Product
Model?

API

Application?







GenAI deployment approach: consume





GenAI deployment approach: embed





GenAI deployment approach: extend

https://jina.ai/



GenAI deployment approach: extend
• Sidetrack – BUILD: once you take control over data retrieval / vector 

stores, prompt engineering, model interfacing yourself, leverage 
abstraction frameworks to have less dependency on the underlying 
genAI hyperscaler (OpenAI, Google, Meta, …):





GenAI deployment approach: extend (finetune)

Source: https://platform.openai.com/docs/guides/fine-tuning
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Conclusions

• Think upfront what strategy to choose
• Build is not per se the default option! 

GenAI (>Nov ’22) is completely reshaping how we look at 
AI projects

• McKinsey: value within 1-4 months (!)

• Custom AI or off-the-shelf
• Economic: make or buy decision?
• Time: value fast vs project
• Strategic importance of having control?

• There is no right or wrong
• Make sure you understand the ownership you take and 

get in each decision & the work that comes with it
• Take it into account when devising your project plan

Designed by Freepik
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• Go aan de slag voor jouw case:
• Wat is voor jouw case relevant?

• Custom AI?
• Off-The-Shelf AI?

• Waarom?

OEFENING: Welke aanpak is relevant voor uw use case?


	Slide 1: DEEL 12
	Slide 2: Custom vs Off-The-Shelf AI
	Slide 3: Custom vs Off-The-Shelf AI
	Slide 4: Recap: AI Product
	Slide 5: Recap: AI Product
	Slide 6: This Part
	Slide 7: This Lesson
	Slide 8: Example: Off-the-shelf AI Jesus
	Slide 9
	Slide 10: Example: Off-the-shelf GIS Tooling
	Slide 11: Example: Off-the-shelf Legal Docs Analysis
	Slide 12: Example: Off-the-shelf Planning / Routing
	Slide 13: Example: Off-the-shelf LLMs
	Slide 14: Custom vs Off-The-Shelf AI
	Slide 15
	Slide 16: Custom vs Off-The-Shelf AI
	Slide 17: Custom vs Off-The-Shelf AI
	Slide 18: Classic Approach: Hiring Data Scientists
	Slide 19: 5-10 Years ago: Data Scientists were THE key resources to run AI projects
	Slide 20
	Slide 21: Custom vs Off-The-Shelf AI
	Slide 22: AutoML
	Slide 23
	Slide 24
	Slide 25
	Slide 26: Custom vs Off-The-Shelf AI
	Slide 27: Custom AI ≈ Software Building
	Slide 28: EU AI Act: Model Creator Responsibilities
	Slide 29: EU AI Act: Model Creator Responsibilities
	Slide 31: Buy vs Build
	Slide 32: Buy vs Build
	Slide 33: Custom vs Off-The-Shelf AI
	Slide 34: Off-the-Shelf AI
	Slide 35: Benefits of choosing off-the-shelf solutions
	Slide 36: Benefits of choosing off-the-shelf solutions
	Slide 37: Caveats
	Slide 38: Example: no control over product evolution
	Slide 39: Buy vs Build (revisited)
	Slide 40: Different discussion for GenAI?
	Slide 41: Different discussion for GenAI?
	Slide 42: Custom vs Off-The-Shelf AI
	Slide 43: Recap: AI Product
	Slide 44
	Slide 45
	Slide 46: GenAI deployment approach: consume
	Slide 47
	Slide 48: GenAI deployment approach: embed
	Slide 49
	Slide 50: GenAI deployment approach: extend
	Slide 51: GenAI deployment approach: extend
	Slide 52
	Slide 53: GenAI deployment approach: extend (finetune)
	Slide 54
	Slide 55: Custom vs Off-The-Shelf AI
	Slide 56
	Slide 57: Conclusions
	Slide 58: Custom vs Off-The-Shelf AI
	Slide 59

