
 
 

 
 

 

W H I T E  P A P E R  

The company brain 

  

 
AI assistants plateau after year one because the knowledge underneath them is 
scattered. Here's how companies consolidate it into a governed intelligence layer 
their existing tools can draw on. 
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INTRODUCTION 

A company that rolls out an AI assistant usually learns two things in the first year. Adoption takes 
care of itself: people build useful analyses, share them around, and reach for the assistant before 
they reach for a colleague. The context does not. The assistant can only reason over what is in front 
of it, and very little of what the company knows ever is. 

That knowledge sits in mail, calendars, chat, meeting notes, document stores, the CRM, the ERP or 
accounting system, and years of reporting. Each is a silo with its own search box. An assistant can 
be pointed at one of them with some effort; joining all of them, with permissions intact, takes 
dedicated infrastructure. Until that exists, usage stays individual, and the company-wide return never 
arrives. 

A company brain is our term for that infrastructure: a data intelligence platform that gathers every 
source a company produces, structures it once, governs who can see what, and serves it to the AI 
tools people already use. This paper covers what it is, why a chat assistant alone cannot substitute 
for it, and where the value shows up. It is deliberately opinionated; where our view differs from the 
standard approach we say so, so you can argue with it. 

WHY POINTING AN ASSISTANT AT A FOLDER STALLS 

The obvious first experiment produces answers that impress on day one and cannot be audited 
on day ninety. 

Most companies run the same first experiment: load documents into a folder, point an assistant at it, 
and ask questions. The results are decent, and the experiment stalls there, for three reasons. 

The context is assembled differently every time. A general-purpose assistant decides on the fly 
which files to open and how much to read. The same question asked in three threads returns three 
defensibly different answers, and nobody can say afterwards why. That is tolerable when drafting 
prose and disqualifying once the answer feeds a decision. 

The folder holds a fraction of the record. Much of what a company knows was never written into a 
document. It sits in who emailed whom before the deal came in, what the customer said on the call, 
and how the numbers moved across years of reporting. An assistant reading a folder cannot join any 
of it. 

Permissions do not travel. Broad read access for the assistant means broad read access for 
everyone using it. Companies respond by keeping sensitive material disconnected, so the more 
valuable the data, the less of it the assistant sees. 
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E X H IB IT  1  
One question, five systems 

 
Illustrative example. The question is answerable today, but only by someone who knows which five places to look and has the standing to 
look in all of them. The brain runs the same search as one governed query. 

WHAT A COMPANY BRAIN IS 

A governed layer that gathers every source a company produces, structures it once, and serves 
it deterministically to the tools people already use. 

Stripped of vendor language, it is four pieces of work. 

Ingestion. Every source flows in on a schedule or on arrival. We build the pipelines as code rather 
than renting managed connectors: cheaper at any real volume, owned outright by the company, and 
safe to rerun when a sync fails. 

Structuring. Documents are parsed, split into searchable pieces, and embedded so they can be 
found by meaning rather than keyword. Entities are resolved so a customer, their company, the deal, 
and the colleague who handled it become one linked record. Matches carry confidence scores, 
uncertain ones go to a human review queue, and the evidence behind every link is kept. The linked 
record is the knowledge graph. 

Governed retrieval. One interface combines SQL, keyword, embedding, and graph search. Access 
rules are enforced on every read, identically for people, automations, and agents, and every answer 
cites the records it came from. The same interface is exposed as an API, SQL, and an MCP 
endpoint, so anything the company builds later can do what a person can, under the same rules. 

The harness. How the company's recurring work is done, checking invoices against agreed pricing 
or preparing for a customer meeting, gets written down once as code and exposed to the assistant 
as skills, so it runs the same way for everyone. 
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E X H IB IT  2  
What gets added, and what stays where it is 

 
Illustrative architecture. Gray systems are already in place and do not move; on-prem or cloud makes no difference to the design, since 
archives are read where they sit. The blue and teal layers are the build. 

SAME QUESTION, SAME ANSWER, EVERY TIME 

Language models are probabilistic by construction; ask one to build the same financial model three 
times and you get three slightly different models. Much of the risk attributed to AI in serious 
workflows traces to a single design flaw: evidence gathering and reasoning happen in one 
probabilistic step, so neither can be audited. 

The brain separates them. Retrieval is code, so the same question resolves to the same query, the 
same sources, and the same citation trail every time, and the model reasons over that fixed context 
in the open. 

E X H IB IT  3  
Why retrieval belongs in code, and reasoning in the model 

 
Both sides use the same model. The difference is whether evidence gathering is improvised per conversation or fixed as code, which is what 
decides whether an answer can be audited. 
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Access is decided by rule. The brain inherits permissions from each source and denies by default: a 
person retrieves only what they could already open, direct messages stay out entirely, HR content 
stays out unless anonymized, and no new source connects without sign-off. Rules operate at the 
level of the fact, so a company's tax ID can be answerable to anyone while its option grants are 
visible only to authorized roles. Every read is logged, including programmatic ones. This is what 
makes broad connection safe enough to attempt: once access is decided by rule, connection stops 
meaning exposure. 

WHERE THE VALUE SHOWS UP 

The return arrives as workflows: work that took hours of a person's week now takes minutes of 
their judgment. Six patterns we keep meeting in our work. 

Pricing and discount leakage. In pricing work we have done at portfolio companies, the money is 
rarely one big error. It is contractual escalators agreed and never applied, discounts that outlived 
their reason, and floors nobody enforces at the point of quoting. The agreed price lives in an email 
thread, the rules live in a document, and the invoice comes out of the ERP; the brain checks all three 
against each other and flags each leak as it happens on every invoice rather than the sample a 
once-a-decade audit gets to. At a typical mid-market company this is worth one to three percent of 
revenue, and it lands directly on the P&L. 

Accounts going cold. At B2B services companies we have worked with, the CRM says the pipeline 
is healthy and the meeting notes say otherwise. The brain reads notes and email threads the way a 
sales manager would, scores how warm each account really is, and writes that back to the CRM. 
Accounts nobody has touched in ninety days start surfacing on a Monday list with a drafted follow-
up, so revenue that was walking away gets a call before it signs elsewhere. 

Claims that bounce. We see the same pattern at healthcare services companies: roughly one claim 
in ten denied on first submission, and most denials are documentation problems, not medical ones. 
The brain audits clinical notes against payer documentation rules before the claim goes out, with a 
person approving each fix. Every claim caught up front skips the rework loop of resubmitting and 
waiting thirty days to be paid. 

Month-end close. At multi-site services companies, the close drags for the same reason every time: 
invoices, purchase orders, and the email threads around them live in three different places. With the 
brain they are already matched when the close starts, and AR follow-ups are ranked by what 
customers said in the thread rather than by invoice age alone. The closes we have seen run days 
shorter without adding anyone to the finance team. 

Deal precedent and IC preparation. The investment firms we work with sit on decades of data 
rooms and memos nobody can read from memory. The brain reads them methodically: when a new 
deal resembles an old one, it finds it, pulls what the team believed then and what happened after 
close, and assembles committee inputs with every claim cited. Memo prep drops from days of 
collation to hours of judgment. 

Real-time portfolio monitoring. The same firms receive reporting packs monthly and read them 
once. With the brain they are read on arrival, KPIs extracted into one queryable record, and 
deviations flagged with management's own commentary attached. Pricing softening at two 
companies in the same quarter becomes a question answered in a minute, with sources. 



T H E  C O M P A N Y  B R A I N  

O U T P O S T  6 

E X H IB IT  4  
Where each example gets its answers 

 
Each dot marks a system the example draws on. The answers already exist inside the company; they are spread across tools that do not 
share context, which is the gap the brain closes. 
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GLOSSARY 

 
TERM WHAT IT MEANS 

Company brain A governed data layer that ingests every source a company produces, 
structures it once, and serves it deterministically to the AI tools people 
already use. 

Knowledge graph The resolved map of entities and relationships: this person, at this company, 
on this deal or account, handled by this colleague. It is what lets separate 
records become one story. 

Entity resolution Working out that “J. Smith,” “Jane Smith,” and “jane@acme.com” are one 
person across sources, so context attaches to a single identity. 

Embedding A numerical representation of text that lets it be searched by meaning rather 
than keyword. 

Governed retrieval A single query interface over everything ingested, with permissions enforced 
on every read and provenance attached to every answer. 

Provenance The record of where an answer came from: which sources were searched, 
which records were used, and where each claim can be checked. 

Deterministic 
workflow 

A retrieval or assembly step written as code, so the same question resolves 
the same way every time rather than letting a model improvise the search. 

Skill One packaged workflow the assistant can invoke: how to check invoices 
against agreed pricing, or how to build the first read of a data room. The full 
set is the harness. 

MCP endpoint A standard interface through which AI tools and agents query the brain 
programmatically, under the same access rules as a person. 

Reading in place Ingesting from a source, including an archive, where it sits. The derived 
index moves; the system of record does not. 

ABOUT OUTPOST 

Outpost is an AI implementation firm working primarily with private equity funds and their portfolio 
companies. We build the data infrastructure and workflows described in this paper as fixed-fee 
engagements, tested against acceptance criteria agreed up front, and the client owns everything we 
build. We are partners of Anthropic, OpenAI, and Databricks. 
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