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COMPETITIVE LANDSCAPE:
Al GOVERNANCE MARKET

COMPETITION

A

BOTTOM LINE: CONSTITUTIONAL MEMORY’S
REAL COMPETITORS ARE:

Today (2025):

1. ChatGPT Enterprise (most direct) - 30% competitive overlap (main competitor)
. Custom-built enterprise solutions - 40% competitive overlap (very expensive)
3. "Do nothing" (ungoverned Al use) - 30% competitive overlap (not a long-term

solution)

Tomorrow (2026-2027):

1. IBM/Microsoft if they pivot to data sovereignty (unlikely)

2. New entrants copying your architecture (18+ months behind)

3. Cloud platforms adding governance features (but still centralized)
Our window: 2-3 years before competitive response materializes

We are creating a completely NEW category:

"Zero-Transmission Al Governance Infrastructure"
In terms of competitors we ARE competing with:
1. ChatGPT Enterprise (OpenAl/Microsoft) - Direct user Al access with
governance
2. Enterprise Al access platforms trying to add governance
3. Data sovereignty-conscious enterprises building custom solutions

However,

"ChatGPT Enterprise lets you see what data left your company.
Constitutional Memory ensures it never does."




MARKET STRUCTURE (2025)

Total Market: $309M-890M (depending on definition scope)
Concentration: Top 7 players hold 64% market share - moderately concentrated
Fragmentation: 50+ named competitors - highly competitive

TIER 1: THE BIG TECH PLATFORMS (Combined ~40-
50% share)

1. IBM - MARKET LEADER

Market Share: 13-19% (#1 position)
Revenue: ~$40-170M annually (Al governance segment)

What they offer:

watsonx.governance: End-to-end Al governance platform
Model risk management

Compliance automation (EU Al Act, GDPR)

Bias detection and fairness tools

Integration with AWS, Microsoft Azure

Their approach:
o Enterprise Al lifecycle management
e Heavy focus on regulated industries (finance, healthcare)
e Consulting + technology platform
e MLOps and model monitoring focus

Why you're different:

« & IBM doesn't solve data sovereignty (data still processed by their platform)
o ¥ No real-time prevention - only monitoring/auditing

« ¥ Expensive enterprise sales model ($500K+ deals)

. You: Zero data transmission + data sovereignty by design

2. Microsoft - RAPID EXPANSION

Market Share: ~12-17% (#2 position)
Revenue: ~$37-150M annually

What they offer:

e Azure Al Governance: Built into Azure cloud



e Responsible Al Standard 2.0

o Integration with Microsoft Purview (data governance)
o ChatGPT Enterprise (via OpenAl partnership)

e Real-time audit trails in Azure

Their approach:

o Bundle governance with Azure cloud services
o Tight OpenAl integration

e Focus on Microsoft 365 enterprise customers
e Cloud-native, platform play

Why you're different:

o ¥ Microsoft model requires Azure infrastructure (vendor lock-in)
K Data processed through Microsoft/OpenAl servers
K Tied to Microsoft ecosystem

. You: Platform-agnostic, customer-controlled infrastructure

3. Google Cloud (Alphabet) - GROWING FAST

Market Share: ~10-15% (#3 position)
Revenue: ~$31-130M annually

What they offer:

e Vertex Al Governance: Part of Google Cloud
e Model monitoring and explainability

o Integration with Google Workspace

e Al ethics frameworks

e Cloud-based governance

Their approach:

e Bundle with Google Cloud Platform
e Focus on ML model governance

o Developer-centric tools

e Cloud-native deployment

Why you're different:

« ¥ Requires Google Cloud infrastructure
&K Data processed by Google
« & Model monitoring focus (not user data sovereignty)

You: User data protection, not just model governance



4. AWS (Amazon) - EXPANDING

Market Share: ~8-12%
Revenue: ~$25-110M annually

What they offer:

Amazon SageMaker Governance: MLOps platform
Model registry and monitoring

Integration with IBM watsonx (partnership)

AWS compliance tools

Their approach:
MLOps and model lifecycle management
Bundle with AWS cloud services

o Partner-heavy strategy (IBM, DataRobot)
o Infrastructure-as-a-service focus

Why you're different:

« 3 MLOps focus (data scientist tools, not enterprise governance)
o X Requires AWS infrastructure

o ¥ No user data sovereignty layer

. You: Enterprise user governance, not ML pipelines

TIER 2: ENTERPRISE SOFTWARE VENDORS (~15-
20% combined)

5. SAP

Market Share: ~5-8%
What: Al governance in SAP S/4AHANA, enterprise resource planning integration

6. Oracle

Market Share: ~4-6%
What: Database-level Al governance, Oracle Cloud integration

7. Salesforce



Market Share: ~4-6%
What: Einstein Al governance, CRM-focused

8. FICO

Market Share: ~3-5%
What: Decision analytics, financial services focus

TIER 3: CONSULTING FIRMS (~10-15% combined)

Major Players:

Accenture: Al strategy + implementation consulting
Deloitte: Al Trust services, compliance advisory
PwC: Al governance frameworks

KPMG: Al Trust services (launched May 2025)
Capgemini: Al ethics and compliance

Their approach:
e Services-heavy (not software platforms)
e Framework development + implementation
o Partner with tech vendors (IBM, Microsoft)
o High-touch consulting engagements

Why you're different:

« X Consulting services, not technology platforms
o X $2M+ engagements (Fortune 500 only)

o X 12-18 month implementations

. You: Software platform, 4-6 week deployment

TIER 4: SPECIALIZED Al GOVERNANCE STARTUPS
(~10-15% combined)
MLOps & Model Monitoring Focused:
DataRobot (UK)
«  End-to-end MLOps platform

e Model monitoring and observability
e Recently enhanced governance features (Dec 2024)



Dataiku (US)

o Data science platform with governance layer
e Collaborative ML workflows

Domino Data Lab (US)

e Enterprise MLOps platform
e Model governance and compliance

Fiddler AI (US)

e Model monitoring and explainability
o Bias detection

Governance-Pure-Play Startups:
Credo AI (US)

e Al governance platform for risk management
e Compliance automation

OneTrust (US)
e Privacy + Al governance convergence
e OneTrust Copilot launched April 2025
o Data privacy tools expanding into Al

Collibra (US)

o Data governance expanding into Al governance
o Data catalog + Al governance

Holistic AI (UK)

e Al risk management and testing
e Regulatory compliance focus

ValidMind (US)

e Model risk management
o Financial services focus



Raised funding 2024

Monitaur (US)

Al assurance platform
Model governance

TIER 5: DATA SECURITY VENDORS ADDING Al
GOVERNANCE (~5-10%)

Securiti (US)

Data privacy platform adding Al governance
DSPM (Data Security Posture Management)

Varonis (US)

Data security + ChatGPT Enterprise monitoring
Tracks what data shared with Al tools

Reco.ai (Israel)

SaaS security + Al governance
Detects sensitive data in Al prompts

YOUR COMPETITIVE POSITIONING

Constitutional Memory sits in a UNIQUE CATEGORY:

¥ You are NOT competing with:

1.

98]

MLOps vendors (DataRobot, Dataiku, Domino) - They govern models, you govern
user data

Cloud platforms (AWS, Azure, Google) - They require their infrastructure, you're
agnostic

Consulting firms (Accenture, Deloitte) - They're services, you're software

Model monitoring (Fiddler, Arize) - They watch Al performance, you protect
corporate data

You ARE competing with:

l.
2.
3.

ChatGPT Enterprise (OpenAl/Microsoft) - Direct user Al access with governance
Enterprise Al access platforms trying to add governance
Data sovereignty-conscious enterprises building custom solutions



MARKET SHARE BREAKDOWN BY TYPE:

Tech Giants (IBM, Microsoft, Google, AWS) — 40-50% of market
Enterprise Software (SAP, Oracle, Salesforce) — 15-20% of market
Consulting Firms (Accenture, Deloitte, PwC) — 10-15% of market
MLOps Specialists (DataRobot, Dataiku) — 10-15% of market
Pure-Play Governance Startups — 5-10% of market

Data Security Vendors - 5-10% of market
Constitutional Memory's White Space:
The "Data Sovereignty + User AI Governance' category:
e Current market size: <1% of $4.8B = <$50M
e Addressed by: Custom-built solutions (Fortune 500 only)
e NOT addressed by: Any commercial platform at scale

You're creating a NEW category:

"Zero-Transmission Al Governance Infrastructure"

KEY COMPETITIVE INSIGHTS:

1. Market is FRAGMENTED
e 50+ competitors, but top 7 hold 64%
e Lots of niche players, no dominant winner yet
e Opportunity: Category is still being defined
2. Everyone focuses on MODEL governance
e 90% of competitors: MLOps, model monitoring, bias detection
e 10% of competitors: User data governance (surveillance-style)

e 0% focus on data sovereignty architecture

Your differentiator: You're the ONLY platform with zero-transmission architecture



3. Pricing Varies Wildly:

Vendor Type Annual Cost per User Total Deal Size
IBM/Microsoft Enterprise = $900-2,000 $500K-5M+
MLOps platforms $1,000-3,000 $100K-1M
ChatGPT Enterprise $720 $36K-720K
Consulting firms N/A (services) $2M-10M
Constitutional Memory  $350-750 $175K-7.5M

Your sweet spot: 50-70% cheaper than alternatives, enterprise-grade

4. Geographic Gaps:
Who serves China/Russia/MENA?

e ¥ ChatGPT Enterprise - ILLEGAL (US company servers)

o ¥ IBM/Microsoft/Google - QUESTIONABLE (US jurisdiction)
« ¥ European vendors - LIMITED (no China/Russia presence)

. Constitutional Memory - ONLY architectural fit

Market opportunity: $20B+ (40% of global TAM) unaddressed

YOUR COMPETITIVE ADVANTAGES
(DEFENSIBLE):

1. Architectural Moat

e 18-24 month rebuild time for competitors to copy
e Requires complete platform redesign
e Contradicts incumbent business models (cloud vendors need data centralization)

2. Regulatory Arbitrage
o Laws getting STRICTER (EU AI Act, China data localization)
e You get stronger as regulations tighten
o Competitors get weaker (more compliance burden)
3. Category Creation
e You're defining "Zero-Transmission Al Governance"

o First-mover advantage in data sovereignty positioning
e Brand becomes category name



4. Business Model Inversion

e Competitors: Charge more for more features
e You: Charge less by not holding customer data (lower infrastructure costs)

RECOMMENDED POSITIONING:

Primary message:
"We're not MLOps (we don't govern Al models)
We're not cloud governance (we're platform-agnostic)

We're not surveillance (we enhance Al, not restrict it)

We're the only platform that never sees your data.
Zero transmission. True sovereignty. Better AL"

Competitive comparisons:
vs. IBM/Microsoft/Google:

e "They monitor what you share. We prevent sharing entirely."
e Cost: 50-70% less expensive

vs. ChatGPT Enterprise:

o "They audit. We prevent."
o Data: On your infrastructure, not OpenAl's

vs. MLOps vendors:

e "They govern Al models. We govern human data."
e Focus: Corporate information, not ML pipelines



BOTTOM LINE: WHO ARE YOUR REAL
COMPETITORS?

Today (2025):

1. ChatGPT Enterprise (most direct) - 30% competitive overlap (main competitor)

2. Custom-built enterprise solutions - 40% competitive overlap (very expensive)

3. "Do nothing" (ungoverned Al use) - 30% competitive overlap (not a long-term
solution)

Tomorrow (2026-2027):
1. IBM/Microsoft if they pivot to data sovereignty (unlikely)
2. New entrants copying your architecture (18+ months behind)

3. Cloud platforms adding governance features (but still centralized)

Your window: 2-3 years before competitive response materializes



2. MAIN COMPETITOR ANALYSIS

COMPARISON OF CHATGPT vs
CONSTITUTIONAL-MEMORY

HOW CHATGPT ENTERPRISE ACTUALLY WORKS

Data Custody Reality:
WHERE your data goes:

All conversations stored on OpenAl's servers

All uploaded files stored on OpenAl's infrastructure

All company context stored on OpenAl's cloud

4| "Data residency" option = you choose which OpenAl data center (EU, UK, US, Japan, etc.)

What "Enterprise" gives you:

4| Encryption: AES-256 at rest, TLS 1.2+ in transit

.4l No training: Data not used to improve models (by default)

4| Audit logs: Admins can see who asked what (24-hour delay via API)
4| SSO integration: SAML authentication

Admin controls: Turn features on/off, manage users

4] Retention control: Choose how long OpenAl keeps your data

What it does NOT give you:

K Data sovereignty: It's still on OpenAl's infrastructure

K Zero data transmission: Everything goes to OpenAl first
& Customer-controlled vault: You can't host it yourself
& Real-time prevention: Only retrospective audit logs

THE FUNDAMENTAL ARCHITECTURAL
DIFFERENCE

ChatGPT Enterprise Architecture:
Employee — OpenAl Servers (in chosen region) — Al Model — Response — OpenAl Servers — Employee
l
Everything stored on

OpenAl infrastructure



Constitutional Memory Architecture:

Employee — Customer Vault (your infrastructure) - Anonymized query — Al Model — Response —
Employee

l
ZERO company data

reaches Al provider

THE COMPLIANCE PROBLEM WITH CHATGPT
ENTERPRISE

What "Data Residency" Actually Means:
ChatGPT Enterprise claims:
"Data residency allows you to choose where your data is stored (EU, UK, US, etc.)"
The reality:
e Your data is stored on OpenAl's servers in Frankfurt (if you choose EU)
e OR on OpenAl's servers in London (if you choose UK)
e OR on OpenAl's servers in Virginia (if you choose US)
But it's still:
On OpenAl's infrastructure (not yours)
Accessible by OpenAl employees (for "incident resolution")

Subject to OpenAl's retention policies
Governed by OpenAl's DPA (Data Processing Agreement)

b s

Why This Fails True Data Sovereignty:

China: ¥ Data localization laws require data to stay on Chinese-owned infrastructure
& ChatGPT Enterprise uses OpenAl (US company) servers
& Result: Tllegal for Chinese companies to use

Russia: ¢ Data must be stored on servers physically in Russia
K OpenAl has no Russian data centers
& Result: Tllegal for Russian companies to use

Switzerland (Banking): $ Banking secrecy laws require Swiss-controlled infrastructure
& Data on US company servers = potential legal exposure
K Result: Banks won't risk it



EU (Strict interpretation):

/\ Data on US company servers = potential Schrems II violations

/\ US CLOUD Act gives US government access to data on US companies' servers globally

/\ Result: Many EU enterprises won't use it

WHAT CHATGPT ENTERPRISE GOVERNANCE

ACTUALLY PROVIDES

1. Audit & Monitoring (Post-Facto Only):
What you get:

e Admin dashboard showing usage statistics

e API access to conversation logs (24-hour delay)

e Ability to see who used ChatGPT, when, and what they asked

What you DON'T get:

« & Real-time blocking of sensitive data
o ¥ Prevention before data leaves company
« ¥ Policy enforcement at point of entry

Third-party tools required:
e Microsoft Purview: Ingests ChatGPT logs for compliance

e Reco.ai: Detects sensitive data in prompts (after the fact)
e Varonis: Monitors what data was shared (retrospectively)

Cost: $60/user/month (ChatGPT) + $30-50/user/month (monitoring tools) = $90-

110/user/month

2. Access Control:
What you get:
e SAML SSO integration

e Role-based access (who can use ChatGPT)
o Ability to disable features (file uploads, web browsing, etc.)



What you DON'T get:

« ¥ Control over what data employees can share
« & Blocking of PII/confidential data in real-time
o ¥ Context-aware permissions (different rules for different data types)

3. Recent Addition: "Connectors' (Makes it worse!):
June 2025 announcement: ChatGPT Enterprise can now connect directly to:

e Google Drive

e Microsoft SharePoint
e OneDrive

o Internal databases

How it works:

Employee asks question in ChatGPT

ChatGPT searches your Google Drive/SharePoint directly
Retrieves relevant documents

Sends them to OpenAl servers

Processes them with Al

Returns answer

S

The data exposure:

. ChatGPT can now access entire corporate file systems
. Pulls documents to OpenAl servers automatically

. Based on employee's permissions (so if employee has access, ChatGPT has
access)

Security teams' response: Panic. This exponentially increases risk.



CONSTITUTIONAL-MEMORY COMPETITIVE
POSITIONING VS. CHATGPT ENTERPRISE

Head-to-Head Comparison:

Feature
Data Location
Data
Transmission
Sovereignty

Governance
Prevention

Enhancement

Compliance
China/Russia

EU Schrems 11
Cost

Annual cost

ChatGPT Enterprise

OpenAl servers (chosen region)

All data sent to OpenAl

OpenAl controls, US
jurisdiction

Post-facto audit logs

No (detect after sharing)
No personalization layer

DPA with US company
Illegal (US company servers)

Questionable
$60/user/month + monitoring
tools

$720-1,320/user

Constitutional Memory
Customer's infrastructure
Zero company data to Al provider

Customer controls, any
jurisdiction

Real-time policy enforcement
Yes (block before transmission)
62% quality improvement via
context

Direct customer custody
Compliant (customer
infrastructure)

Compliant
$350-750/user/year (all-in)

$350-750/user

THE KILLER COMPETITIVE ARGUMENTS

1. "ChatGPT Enterprise is like renting a bank vault from the robber"

The analogy:

e OpenAl says: "We'll keep your valuables safe in our vault"
e You say: "But you still control the vault, the keys, and can access it anytime"
e Constitutional Memory says: "Build your own vault, we just help you organize it"

2. "Data residency is not data sovereignty"

ChatGPT Enterprise:

"Your data is stored in the EU" (on OpenAl's Frankfurt servers)

Constitutional Memory:

"Your data never leaves your infrastructure" (literally never transmitted)



The difference:

e Residency = Which OpenAl data center
e Sovereignty = You control the infrastructure

3. "Audit logs don't prevent breaches"
ChatGPT Enterprise:

o Employee shares confidential M&A details
e 24 hours later, admin sees it in audit log
o Damage already done - data already on OpenAl servers

Constitutional Memory:

o Employee tries to share confidential M&A details
o Real-time policy blocks it before transmission
o Data never leaves company

4. "You can't trust what you can't control"
ChatGPT Enterprise promises:

e "We don't train on your data" (trust us)

e "Only authorized employees access conversations" (trust us)
e "We comply with GDPR" (trust our DPA)

e "Your data stays in EU" (trust our infrastructure)

Constitutional Memory guarantees:

e Architecturally impossible for Al provider to access company data
e Customer controls infrastructure - no trust required

e Zero data transmission - verifiable by network monitoring

e Sovereignty by design - not by policy

WHO CHATGPT ENTERPRISE WORKS FOR:

Acceptable use cases:

o US companies without strict data localization needs

e General productivity (email drafting, summarization)
o Non-sensitive data (marketing content, public research)
e Quick pilots (test Al before building infrastructure)



K Deal-breaker scenarios:

o China operations (illegal - data must stay on Chinese infrastructure)

o Russia operations (illegal - data must stay in Russia)

o Swiss banks (banking secrecy laws)

o Defense contractors (ITAR/EAR restrictions)

o Healthcare (HIPAA requires full data control)

o Legal/M&A (attorney-client privilege concerns)

e Strict EU companies (Schrems II concerns about US company access)

YOUR POSITIONING STATEMENT

For CISOs:

"ChatGPT Enterprise gives you visibility into what data was shared with OpenAL

Constitutional Memory prevents your data from ever reaching OpenAl.

The difference? Audit logs vs. prevention. Detection vs. protection.
With ChatGPT Enterprise, you hope employees don't share sensitive data.

With Constitutional Memory, they architecturally cannot.”

For CFOs:
"ChatGPT Enterprise: $720/year + monitoring tools ($300-600) = $1,020-1,320/user

Constitutional Memory: $350-750/user/year (all-in)

Plus ChatGPT Enterprise still requires additional tools (Purview, Reco, Varonis)

to achieve what Constitutional Memory does natively."

For Compliance Officers:

"ChatGPT Enterprise's 'data residency’ means choosing which OpenAl data center

stores your data. You're still trusting a US company with your information.

Constitutional Memory's data sovereignty means your data never leaves your
infrastructure. Trust isn't required - it's architecturally impossible for us

to access your data."



BOTTOM LINE: YES, THEY'RE CONSTITUTIONAL-
MEMORY’S BIGGEST COMPETITOR

But here's why CM wins:

1. Different Architecture = Different Category
o They're "Governed Al Access" (audit what employees do)
o CM’s "Data Sovereign Al Infrastructure" (prevent data transmission)
2. They Can't Copy CM Without Destroying Their Business
o OpenAl's business model requires data centralization
o Decentralized architecture contradicts their entire platform
3. Regulatory Tailwinds Favor CM
o EU AI Act emphasizes data sovereignty
o China/Russia data localization laws exclude ChatGPT Enterprise
o Schrems II concerns grow
4. CM is Cheaper AND Better Protected
o $350-750/year vs. $720-1,320/year
o Prevention vs. detection
o True sovereignty vs. residency claims

CM’s tagline:

"ChatGPT Enterprise lets you see what data left your company.
Constitutional Memory ensures it never does."

(Produced by Anthropic Claude, 30/01/2026)



