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Should you buy or build an 
AI solution?



Data – The key to AI quality/performance
Any AI solution is only as smart as the data it’s trained on. Data is AI-ready when it’s complete, clean, readable, and free of bias. Organizations should 
ask themselves if they have a good grasp of available data and its quality before embarking on an AI journey of any kind. Ideally, the organization will 
have access to high-quality internal data and external sources, such as industry benchmark data. Without sufficient, high-quality data, building an in-
house model isn’t even an option.

If access to external data is lacking, choosing an AI solution that contains the requisite data can be a good choice. Still, you may need to feed your 
company’s data into a large language model (LLM)—something that must be done with extreme care. If company data is being sent out to the public 
domain, it can undermine privacy and security—particularly for industries, like the legal industry, that deal with sensitive information.

The ideal approach is for an AI vendor to use retrieval-augmented generation, or RAG, which allows the model to be optimized using a knowledge 
base beyond what it was trained on. But internal data should only be fed to the model with guardrails in place. All internal data should be kept 
within a delineated sandbox and not shared with external sources unless it is completely anonymized and approved by the customer.



Resources

In addition to quality data, organizations 
must also assess whether they have the 
resources—both talent and money—to create 
and manage an AI solution long-term. 
Training an AI model is not cheap; ChatGPT 
costs $10 million to train in its current form, 
while the cost to develop the next 
generation of AI systems is expected to be 
closer to $1 billion. Traditional AI tends to 
cost less than generative AI because it runs 
on fewer GPUs, yet even the smallest scale 
of AI projects can quickly reach a $100,000 
price tag. 

Building an AI model should only be done if 
it’s expected that you will recoup building 
costs within a reasonable time horizon. 
Additionally, building requires a company to 
have data science expertise for ongoing 
support and maintenance. Models must be 
continually analyzed, tested, and updated to 
ensure accuracy, while data, as already 
mentioned, must be diligently maintained. 
When buying an AI model, on the other 
hand, vendors often provide the data 
scientists required for maintenance.
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Partners
Because building an AI model is so time- and resource-intensive, organizations should ask 
themselves if they have a trusted partner with an AI model they can use instead. The right partner 
will help integrate new AI applications into the existing IT environment and, as mentioned, 
provide the talent required for maintenance. Choosing an existing model tends to be cheaper and 
faster than building a new one. Still, the partner or vendor must be vetted carefully.

Vendors with an established history of developing AI will likely have better data governance 
frameworks in place. Ask them about policies and practices directly to see how transparent they 
are. Are they flexible enough to make said policies align with yours? Will they demonstrate proof 
of their compliance with your organization’s policies? The right partner will be prepared to offer 
data encryption, firewalls, and hosting facilities to ensure regulatory requirements are met, and 
to protect company data as if it were their own. With these assurances, partnering with a vendor 
that uses AI allows organizations to reap the benefits of the technology without having to 
integrate and maintain AI in their environments.

The bottom line is that AI is here to stay—but reaping its benefits 
can be difficult. Many organizations will likely be tempted to dive in 
by building their own model in-house, but they must make sure they 
have the requisite data, talent, and time for such an undertaking. It’s 
often far more efficient and cost-effective to buy an existing model 
and safely supplement it with company data—but only if the vendor 
has top-notch security and a track record of success.



Wolters Kluwer's AI Leadership

Applying AI to your legal department operations is the best way your organization 
can laser-focus on your business objectives while taking advantage of leading-edge 
technology. Using AI can yield significant end results when applied correctly to your 
business challenges, but like any piece of technology, it not only needs to be adopted 
by the organization, but it also needs executive commitment and the right partnership. 
AI can make a big difference in how your legal and claims professionals work and 
even how they think. Operationalizing the huge amounts of data your organization 
possesses allows your people to concentrate on high-value work rather than the rote 
tasks that drain hours and energy. 
To learn more about our approach to AI and our solutions for your business 
challenges, schedule a consultation with us. 
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