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

Why you're different:

K MLOps focus (data scientist tools, not enterprise governance)
& Requires AWS infrastructure

K 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
e Partner with tech vendors (IBM, Microsoft)
e High-touch consulting engagements

Why you're different:

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

« 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)
e 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)

o 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
e Data privacy tools expanding into Al

Collibra (US)

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

Holistic AI (UK)

e Al risk management and testing
e Regulatory compliance focus

ValidMind (US)
e Model risk management

« Financial services focus
e 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

OUR 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:

1.
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?

K ChatGPT Enterprise - ILLEGAL (US company servers)

&K 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
o 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 I1
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"
o 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)

OUR 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)
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3. ETHICAL & GOVERNANCE SYSTEMS -
TECHNICAL COMPARISONS

“Toward Responsible, Secure, and Governable Al Infrastructure”

Enterprise-Grade Al Governance Infrastructure

Constitutional Memory, through its secure infrastructure layer BlackVault™, enables
enterprise and institutional Al adoption without surrendering control of data,
intellectual property, or client information to Al models themselves.

As Al systems increasingly operate within regulated, high-trust environments, the
central challenge is no longer capability — it is governance, accountability, and data
sovereignty. BlackVault™ addresses this challenge by embedding governance directly
into the Al architecture rather than relying on policy, contracts, or post-hoc controls.

Architectural Principle: Separation of Intelligence & Data
Custody

BlackVault™is built on a foundational governance principle:
“Al systems may reason over information, but they must not own, retain, or harvest it.”

Unlike conventional Al architectures where context persists within model systems or
vendor infrastructure, BlackVault™ maintains sensitive data, institutional knowledge,
and historical context under explicit user or enterprise control. Al models access
relevant information only at inference time, via secure, permissioned APIs, and strictly
within defined purpose, scope, and duration constraints.

This separation ensures that:
o Al models do not accumulate persistent memory of proprietary or personal data
« Enterprises retain full control over data lifecycle, access, and erasure
« Contextual intelligence is delivered without creating uncontrolled data exposure

or vendor lock-in

At scale, this separation is not a technical preference - it is a governance requirement.
Core Governance Capabilities

1. Enhanced Al Performance Through Governed Contextual Intelligence

BlackVault™ enables superior Al response quality through secure, consent-based
contextual understanding delivered dynamically rather than embedded permanently
within models or vendor systems.



This architecture prevents common enterprise Al failures:

o Proprietary IP exposure through model training or fine-tuning

e Confidential client information leaking across organizational boundaries

o M&A due diligence materials persisting in accessible Al memory

o Competitive intelligence becoming available to other customers on shared
platforms

Context delivery is governed by:

« Explicit user or enterprise permissions with granular access controls
o Purpose limitation enforced at the infrastructure layer
« Full traceability and auditability of every context access event

Organizations achieve improved relevance, continuity, and decision support while
eliminating model-level data retention risk — critical for managing IP, regulated data,
and confidential relationships.

2. Compliance-Ready Al Aligned with GDPR & EU AI Act

BlackVault™ functions as a governance substrate designed for alignment with GDPR,
the EU Al Act (particularly high-risk system requirements under Articles 9-15), and
emerging global Al regulatory frameworks — enabling compliance by design rather
than by exception.

Key capabilities include:

o Data minimization and purpose limitation enforced architecturally, not
procedurally

o User-controlled memory with enforceable right-to-erasure independent of
model providers

e Clear separation between training data, inference context, and historical

records

o Comprehensive audit trails for regulatory review, legal discovery, and internal
oversight

« Risk management systems supporting Article 9 requirements for high-risk Al
applications

o Technical documentation infrastructure for Article 11 compliance obligations

Organizations reduce compliance risk, improve audit readiness, and deploy Al systems
across high-risk and regulated use cases without compromising data sovereignty or
institutional accountability.



Market Opportunity: The $4.8B AI Governance Gap

Financial services, healthcare, legal, and government sectors face an acute dilemma: Al
capability delivers competitive advantage, but conventional architectures create
unacceptable data governance risk. BlackVault™ addresses the specific pain point
where data residency requirements, regulatory obligations, and IP protection concerns
currently block Al deployment.

Global Infrastructure, Built for Regulated Environments

Constitutional Memory / BlackVault™ is designed as global Al governance
infrastructure, operating across jurisdictions while respecting local regulatory, cultural,
and institutional requirements. The architecture supports data residency mandates,
cross-border data flow mechanisms, and jurisdiction-specific regulations beyond the
EU framework.

Integration and Deployment

BlackVault™ operates as infrastructure middleware compatible with major LLM
providers (OpenAl, Anthropic, Google, open-source models), integrating with existing
enterprise identity management, data governance, and compliance systems.
Organizations maintain current Al capabilities while adding governance controls that
were architecturally impossible in conventional deployments.

Why This Matters

By decoupling intelligence from data ownership, BlackVault™ enables organizations to
scale Al capability responsibly — supporting innovation while preserving trust,
security, and long-term institutional integrity.

This initiative exists for enterprises, public institutions, and investors who recognize
that the future of Al depends not only on performance — but on governance embedded
at the core.

BlackVault USP

Enterprises adopting LL.Ms face three core challenges: data security, governance, and model
behaviour control. Traditional solutions—such as RAG pipelines, VPC-isolated
deployments, and LLMOps platforms—address parts of the problem but do not provide a
unified, cognitive-level governance layer. BlackVault™ fills this gap by offering a
model-agnostic, policy-driven governance and memory-control platform designed for
regulated and multi-tenant environments.

Competitive Landscape



BlackVault’s closest analogs fall into four categories:

1.

2.

Al Governance Platforms (Credo Al, Monitaur, Knostic) Focus on compliance, risk
scoring, and policy frameworks. Strength: Governance and auditability Gap: No
cognitive-level memory control or runtime constitutional enforcement

Al Security Platforms (Prompt Security, Mindgard) Provide prompt-injection
defense, PII detection, and threat monitoring. Strength: Runtime protection Gap: No
governed memory, lineage, or multi-model orchestration

LLMOps / MLOps Platforms (Databricks, Weights & Biases, Arthur Al) Offer
observability, monitoring, and lifecycle management. Strength: Operational
governance Gap: No policy-aware memory, multi-tenant cognitive isolation, or
constitutional rule engine

Enterprise AI Governance Suites (Gartner AIGP vendors) Provide centralized
compliance and risk management. Strength: Enterprise-wide oversight Gap: No
runtime cognitive governance or model-agnostic memory architecture

BlackVault’s Differentiation

BlackVault introduces capabilities not found in any of the above categories:

Constitutional Memory™ — governed, revocable, policy-aware memory writes
Cognitive Lineage — traceability of what the model learned, when, and why
Multi-Tenant Cognitive Isolation — per-tenant memory and policy segmentation
Model-Agnostic Governance Layer — works across OpenAl, Anthropic, Azure, local
models

Runtime Constitutional Enforcement — policy-driven behaviour control at the
“thought” level

Secure Memory Enclaves — isolation beyond VPC boundaries

Constitutional Memory Technical Foundation

BlackVault™ implements governed context delivery through:

Cryptographically signed context packets with embedded access policies
Zero-knowledge proof architecture ensuring context auditability without vendor
visibility

Temporal access controls with automatic expiry and revocation mechanisms
Multi-tenant isolation via separate encrypted context stores with cross-contamination
prevention

Summary

BlackVault™ is not a deployment pattern or a security add-on. It is a governance and
memory-control operating layer for enterprise Al systems. It complements existing
infrastructure while addressing gaps that neither RAG, VPC isolation, nor LLMOps platforms
solve. For investors, BlackVault represents a differentiated position in a rapidly maturing
market where governance and cognitive control are becoming mandatory.



BLACKVAULT

BlackVault™ USP

The Cognitive Governance Layer for Enterprise Al
The Problem

Enterprises lack a unified way to control:

¢ What context LLMs can access and retain
e How Al systems behave under policy constraints
e How data governance is enforced across models and tenants

Existing Solutions Fall Short

e RAG — retrieval, not governance

e VPC Isolation — network security, not cognitive control
e Al Governance Platforms — compliance only

o Al Security Platforms — threat detection only

o LLMOps Platforms — monitoring only

BlackVault’s Differentiation

o Constitutional Memory™ (governed, revocable, policy-aware)
o Cognitive Lineage & Auditability

e Multi-Tenant Memory Isolation

e Model-Agnostic Governance Layer

o Runtime Constitutional Enforcement

Positioning

BlackVault is the missing governance layer that sits above models and below applications —
enabling secure, compliant, policy-driven Al at scale.

© Constitutional Memory 2026




Appendix I- Basic Systems Comparisons

Note: "BlackVault represents a comprehensive technical architecture currently in advanced
specification phase, with production implementation targeted for Qtr 4 2026. The following
comparisons reflect architectural capabilities designed to address gaps in existing solutions."

1. RAG Systems

RAG retrieves context but doesn't control custody.

Enterprise RAG pulls relevant documents at query time, but then passes that context fo the
LLM provider's API. The provider sees your proprietary context, may log it, and you lose
granular control over what happens to it during and after inference.

BlackVault™ improvement: Maintains custody during inference. Context is served to the
model under explicit permissions but never owned by the model or vendor. Every context
access is audited, purpose-limited, and erasable. You get RAG's intelligence benefits with
governance controls RAG can't provide.

2. VPC-Isolated LLM Deployments:

VPC isolation is binary: total control OR cutting-edge models - pick one.
Self-hosting models in your private cloud keeps data internal, but:

e Requires expensive ML infrastructure and expertise

e Limits you to models you can self-host (usually older/smaller)

o Still doesn't provide granular governance (no context-level permissions, audit trails, or
purpose controls)

BlackVault™ improvement: Enables using best-in-class commercial models (GPT-4, Claude
Opus, etc.) while maintaining data sovereignty. You don't need VPC-scale infrastructure, but
you get enterprise-grade governance controls that VPC isolation alone doesn't provide -
granular permissions, comprehensive audit trails, and enforceable erasure.

"BlackVault gives you RAG's intelligence with governance RAG can't deliver, and VPC's
control without VPC's cost or capability constraints."



Technical Comparisons

Q 1. Enterprise RAG Systems

Enterprise Retrieval-Augmented Generation (RAG) systems combine:

1. A retrieval layer that pulls relevant internal documents
2. A large language model that generates an answer grounded in those documents

This solves a fundamental problem: LLMs don’t know your company’s internal, changing, or
regulated information. RAG injects that knowledge at answer time.

Sources emphasize that enterprise RAG:

e “connects LLMs to your internal knowledge at answer time”
o retrieves internal content first, then generates answers grounded in that data
o replaces “search results” with “answers plus evidence”

RAG is used because static LLMs cannot reliably answer questions about shifting policies,
product versions, contracts, or regional rules.

ag Why Enterprises Use RAG

Enterprise RAG systems provide:

o Factual accuracy — answers backed by traceable sources

e Compliance — retrieval restricted to authorized knowledge bases
e Adaptability — new data becomes available without retraining

o Explainability — citations for every answer

RAG becomes the bridge between Al demos and real enterprise work by grounding answers in
verified internal content.

How Enterprise RAG Systems Work (Pipeline)

Enterprise RAG is not a feature—it’s a pipeline. A typical architecture includes:

e Ingestion of documents

e Cleaning, chunking, and embedding

e Hybrid retrieval (semantic + keyword)

e Reranking

e LLM generation with citations

e Governance, monitoring, and feedback loops

Real-world deployments (e.g., PDIQ on AWS) include crawlers, schedulers, storage layers,
and zero-trust security frameworks.



|]_|__|| Comparison: Enterprise RAG vs. Standard LLM vs.
BlackVault™

1. Enterprise RAG vs. Standard LLM

Capability Standard Enterprise RAG
LLM

Access to internal data None Full retrieval from enterprise sources

Accuracy on company-specific Weak Strong, source-grounded

info

Compliance Limited High—retrieval restricted to approved
sources

Explainability Low High (citations)

Freshness Stale Updated automatically via ingestion
pipelines

RAG fixes the “confident but wrong” problem by grounding answers in real enterprise content.

2. Enterprise RAG vs. BlackVault™ (High-Level)

This is where the distinction becomes important.

What RAG solves

e Access to enterprise knowledge
e Accuracy and citations

o Retrieval governance

e Document-based reasoning

What RAG does not solve

¢ Memory governance

e Cognitive lineage

e Multi-tenant segmentation

e Constitutional rule enforcement
e Revocable memory

e Model-agnostic orchestration

e Policy-aware cognition



BlackVault™ goes beyond RAG

BlackVault™ is not a retrieval pipeline—it is a governed cognitive architecture.

Dimension Enterprise BlackVault™
RAG
Purpose Ground LLM answers in Govern context access, retention policies,
documents and behaviour
Knowledge Retrieved at answer time Stored, governed, revocable Constitutional
Memory™
Governance  Retrieval-level Cognitive-level (policies, lineage,
auditability)
Security Depends on VPC + access Multi-layer: VPC + enclave + memory
controls segmentation
Explainability Citations Citations + cognitive audit trail
Multi-tenant  Rare Native, with per-tenant memory
boundaries
Model choice  Usually one Model-agnostic orchestration

In short: RAG provides document retrieval. BlackVault™ provides governed context
management with policy enforcement.

@ Summary

Enterprise RAG systems:

e Retrieve internal documents at query time

e Ground LLM answers in verified content

e Provide accuracy, compliance, and citations
e Are essential for enterprise knowledge access

BlackVault™:

o Works with RAG systems as a governance layer

e Adds policy-enforced context management, access controls, lineage tracking, and
multi-tenant segmentation

e Operates as an enterprise Al governance platform, not just a retrieval pipeline



@ 2. VPC-ISOLATED LLM DEPLOYMENT

A “VPC-isolated LLM deployment” means running a large language model inside your own
private cloud network (VPC) so that no data ever leaves your controlled environment. It’s a
security and compliance strategy used by enterprises that need strict data protection.

@ What it means in practice

A VPC (Virtual Private Cloud) is a logically isolated section of a cloud provider (AWS,
Azure, GCP). When an LLM is deployed inside that VPC:

e All prompts, responses, logs, and model operations stay inside your private network
boundary

e No traffic goes to public LLM APIs

e You control networking, firewalls, access, encryption, and monitoring

e The cloud provider’s infrastructure is used, but your environment is isolated from
other customers

This is often called a private LLM or secure LLM deployment.

@ Why companies do this

Enterprises choose VPC-isolated LLMs to ensure:

o Data residency & sovereignty — data never leaves the organization’s environment
o Protection of sensitive content — PII, trade secrets, regulated data stay internal

e Compliance — supports frameworks like HIPAA, GDPR, NYDFS

e Control — full governance over model behaviour, logs, and access policies

Sources highlight that private LLMs run “inside an organization’s secure environment... a
private cloud VPC” and keep all data and computation within the company boundary . They
also emphasize that inference happens “on-prem, in VPCs, or within confidential computing
enclaves—closing the loop on data residency and sovereignty” aciinfotech.com.

&2 How it differs from other secure deployments

Deployment Description Security
Type Level
Public LLM API You send data to OpenAl, Anthropic, etc. Lowest

VPC-isolated LLM Model runs in your private cloud network High
Air-gapped LLM  Fully offline, no internet or external networks Highest

Air-gapped Al is used only when zero external connectivity is allowed, such as defense or
central banks .



ag Simple definition

A VPC-isolated LLM deployment is a private, locked-down Al environment where the
model runs inside your own cloud network so your data never touches the public internet.

If you want, I can also explain how this compares to your BlackVault™ architecture or sketch
a reference diagram in words.

Below is a clean, citation-backed explanation of what enterprise RAG systems are and how
they compare—both to traditional LLM setups and, if helpful, to platforms like BlackVault™.,

BlackVault™ sits in a different league from a standard “VPC-isolated LLM deployment.”
They overlap in concept, but BlackVault™ is architected to solve a broader and deeper set of
enterprise problems.

ﬁ; High-Level Comparison

VPC-Isolated LLM Deployment vs. BlackVault™

@ 1. Security Boundary

Feature VPC- BlackVault™
Isolated LLM

Network isolation Runs inside a Same, but with multi-layer isolation (VPC
private cloud VPC  + enclave + memory segmentation)

Data never leaves Yes Yes, plus cryptographic auditability and

environment policy-enforced memory access

Threat model Protects against Protects against external + internal +
external access model-level leakage

BlackVault isn’t just isolated; it’s sealed.

Q 2. Memory Architecture

Feature VPC- BlackVault™
Isolated LLM
Basic stateless Standard Supported
inference
Context Usually external Constitutional Memory™ with governance,
persistence vector DB or cache lineage, and revocation capabilities
Context Limited — typically First-class, with compliance-grade policy

governance access controls only enforcement



This is one of the biggest differentiators. A VPC deployment secures the infrastructure.
BlackVault™ governs how context is managed and retained.

&2 3. Compliance & Governance

Feature VPC- BlackVault™
Isolated LLM
Basic compliance Possible depending on = Native, with policy enforcement, audit
(HIPAA, GDPR) cloud setup trails, and data lineage
Model behaviour Limited Constitutional rule engine,
controls enforceable at runtime
Enterprise controls Add-on Core design principle

BlackVault is built for regulated industries; VPC isolation alone is not.

\ 4. Interoperability

Feature VPC- BlackVault™
Isolated
LLM

Works with one Usually Model-agnostic (OpenAl, Anthropic, Azure, local
model models)
Multi-tenant Rare Native, with per-tenant memory and policy
support segmentation
Integration Custom Platform-level, with connectors and governance

baked in

BlackVault is a platform, not a deployment pattern.

ﬁ 5. Data Flow & Control

Feature VPC-Isolated LLM BlackVault™
Prompt/response Yes Yes, plus semantic filtering, redaction,
isolation and policy-aware routing
Content management Manual or via separate Governed, policy enforced, revocable

systems
Observability Cloud-native logs Full cognitive audit trail with lineage
tracking

BlackVault™ gives enterprises granular control over context access, retention policies, and
audit trails.



@ The Essence of the Difference

A VPC-isolated LLM is a deployment pattern.

It says: "Run the model inside a private network so data stays inside."

BlackVault™ is an enterprise Al governance platform.

It says: "Control context access, retention policies, governance, lineage, and
compliance—across any model, any cloud, any tenant."

BlackVault™ includes VPC-level isolation as a baseline security layer, but then
adds:

Constitutional Memory™ with policy-enforced context management
Multi-tenant segmentation at the context layer

Model-agnostic governance orchestration

Compliance-grade audit trails with lineage tracking

Enterprise policy enforcement

Secure context enclaves with cryptographic controls

Revocable context access

Full cognitive lineage tracking



Appendix II- Advanced Systems
Competitive Landscape

There are several major categories of governance and security systems that compete with (or
complement) what BlackVault™ aims to do, far beyond simple RAG pipelines or
VPC-isolated deployments. Most of these platforms focus on Al governance, runtime security,
policy enforcement, auditability, and risk management — but none combine memory
governance and cognitive-level controls the way BlackVault™ does.

Below is a clear, structured breakdown of the real competitive landscape.

@ The Advanced Competitor Categories to BlackVault

1. Al Governance Platforms (Policy, Compliance, Risk)
These platforms focus on policy enforcement, compliance, audit trails, & responsible Al.

Major players

o Credo AI — enterprise Al governance, risk scoring, compliance frameworks.

o DataRobot (MLOps + governance) — lifecycle monitoring, drift detection, risk
dashboards.

e Arthur AI — LLMOps with monitoring, explainability, and guardrails.

o Monitaur — lifecycle compliance and auditability for regulated industries.

o Khnostic — identity-centric LLM controls and policy enforcement.

How they compare to BlackVault™

e Strong on policy, compliance, and monitoring
e Weaker on memory governance, multi-tenant cognitive isolation, and
constitutional memory

3. Al Security Platforms (Runtime Protection & Threat
Defence)

These tools focus on prompt-injection defence, PII leakage prevention, red-teaming, and
model-level security.

Major players

o Prompt Security — LLM red-teaming and runtime threat detection.

o Mindgard / Al Security vendors — adversarial defence, model theft protection,
data poisoning detection.

o DataSunrise AI Governance — autonomous policy management and runtime
controls.



How they compare to BlackVault™

e Strong on runtime threat blocking
e Weak on governed memory, lineage, and multi-model orchestration

3. MLOps / LLMOps Platforms with Governance Layers

These platforms add governance on top of model deployment and monitoring.
Major players

o Weights & Biases — monitoring, observability, experiment tracking.

o Databricks (Unity Catalog + AI Governance) — data governance + model
governance.

o Superblocks — governance for internal AT tooling and workflows.
How they compare to BlackVault™
o Strong on observability and operational governance

e Limited cognitive-level memory control; constitutional enforcement typically
requires custom implementation

4. Enterprise Al Governance Suites (Gartner-recognized)

These are broad platforms that centralize inventory, risk, compliance, and policy
enforcement across Al systems.

Major players

o Gartner-listed AI Governance Platforms — centralized trust, risk, and
security controls.

o Platforms aligned with EU AI Act / NIST RMF — compliance-first

governance.
How they compare to BlackVault™

e Strong on enterprise compliance
e Weak on model-agnostic memory governance and cognitive audit trails



& What None of These Competitors Do

Across all categories, no mainstream competitor offers:

o Constitutional Memory™

¢ Governed, revocable, policy-aware memory writes

o Cognitive lineage tracking

e Multi-tenant memory segmentation

e Model-agnostic cognitive orchestration

o Runtime constitutional enforcement at the “thought” level

These are the areas where BlackVault™ is differentiated.

Summary: The Competitive Landscape

Category Examples Competes With Missing (or limited)
BlackVault™ On vs. BlackVault™
Al Governance Credo Al, Policy, compliance, = Memory governance,
Platforms Monitaur, risk cognitive controls
Knostic
Al Security Prompt Threat defence, PII Constitutional
Platforms Security, protection memory, lineage
Mindgard
MLOps/LLMOps W&B, Monitoring, Multi-tenant cognitive
Databricks, observability isolation
Arthur Al
Enterprise Gartner AIGP Enterprise Model-agnostic

Governance Suites vendors compliance cognitive OS



? Frequently Asked Questions

1. Is BlackVault™ just a secure VPC deployment?

No. VPC isolation protects the network. BlackVault™ governs memory, behavior, lineage,
and policy at the cognitive layer.

2. How is this different from RAG?

RAG retrieves information at query time but doesn't govern how that context is managed,
retained, or controlled. BlackVaulf™ provides policy-enforced context governance with
revocable access, audit trails, and lineage tracking that works with or without RAG systems.

3. Does BlackVault™ replace LLMOps platforms?

No. It complements them. LLMOps handles monitoring and lifecycle; h BlackVault™ andles
governance, memory, and policy enforcement.

4. Does BlackVault™ compete with Al governance tools like Credo AI?

Partially. Those tools focus on compliance frameworks. BlackVault™ adds runtime
enforcement and cognitive-level controls they do not provide.

5. Does BlackVault™ work with multiple models?
Yes. It is model-agnostic and supports cloud, on-prem, and hybrid deployments.
6. What is the core technical innovation?

Constitutional Memory™ — a governed, auditable, revocable memory architecture with
policy-aware writes and cognitive lineage.

7. What industries benefit most?

Finance, healthcare, defence, insurance, and any multi-tenant or regulated environment
requiring strict data governance.

8. Does BlackVault™ store customer data?

No. It enforces governance and memory rules but does not require centralizing customer data.
9. Is BlackVault™ in production?

In advanced technical specification phase — with 1,150+ pages of production-ready
architectural documentation. Constitutional Memory is pursuing fractional technical

partnerships for production implementation targeting regulated enterprise pilot deployments
in Q4 2026.



