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A Z O T H  O S

The runtime layer for 
production AI.

Governance, observability, and cost control for the AI systems that are already running in 

production — not the ones in the demo.
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T H E  S H I F T ·  0 1  ·  C O N T E X T R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

AI shipped. Now it has to run.

Every serious company now has AI in production — answering customers, valuing assets, moving money. 

The model was the easy part. Operating it reliably, every day, at cost, is the part nobody solved.

M O D E L S  P E R  A P P ,  T O D A Y

3–7providers

Apps fan out across OpenAI, Anthropic, open weights and fine-tunes — each with its own price, latency and failure mode.

O F  A I  P R O J E C T S  T H A T  S T A L L

70
%

%

Most never clear the gap between a working prototype and a system the business can run, audit and afford.

afford.

T A K E A W A Y
The bottleneck has moved from building AI to operating it. That operational layer is missing — and it is where the durable infrastructure value sits.
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T H E  P R O B L E M ·  0 2  ·  O P E R A T I O N S R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

AI applications are hard to operate 
at scale.

A prototype calls one model in a notebook. A business runs thousands of 

thousands of calls a minute across providers, versions and tenants 

tenants —

—

and every one of them can fail, drift or overspend silently.

and 

silently.

01 Calls fail in ways nothing catches

Timeouts, truncations and malformed output surface as a bad customer experience, not an alert.

not an alert.

02 Quality drifts between model versions

A provider ships an update and output silently degrades — with no baseline to measure against.

measure against.

03 Every team rebuilds the same plumbing

Retries, fallbacks, routing and logging get hand-rolled per app, then rot.

T A K E A W A Y Operating AI is an infrastructure problem, not a modelling one — and infrastructure problems are won by a platform, not a feature.
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T H E  P R O B L E M ·  0 3  ·  T H E  G A P R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

Production AI is missing three layers it can't ship 
without.

G O V E R N A N C E

Who can call what, and on whose authority?

No policy, no approvals, no audit trail. In regulated work that is a blocker, 

blocker, not a backlog item.

O B S E R V A B I L I T Y

What actually happened on that call?

Tokens, latency, cost and quality per request — traced end to end, not 

end, not guessed from a bill.

C O S T  C O N T R O L

Are we paying for the right model?

Spend scales linearly with usage and lands as one opaque invoice nobody 

invoice nobody can attribute.

T A K E A W A Y These aren't three products. They're three faces of one missing system: a runtime that sits between the app and the models.
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T H E  S T A K E S ·  0 4  ·  W H Y  I T  M A T T E R S R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

W H A T  T H E  M I S S I N G  R U N T I M E  C O S T S ,  P E R  A P P ,  P E R  Y E A R

30–
O F  M O D E L  S P E N D  I S  A V O I D A B L E

Premium models answer requests a cheaper one would have handled identically.

0traces
I N T O  M O S T  P R O D U C T I O N  C A L L S

When a call goes wrong, teams reconstruct it from logs — if they kept any.

weeks
T O  P A S S  A  S I N G L E  A U D I T

Without a policy and audit layer, every compliance review starts from scratch.

T A K E A W A Y
The gap is already being paid for — in wasted spend, blind incidents and stalled deals. Azoth OS turns that recurring loss into the budget for the runtime.
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T H E  S O L U T I O N ·  0 5  ·  A Z O T H  O S R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

R U N T I M E  O P T I M I Z A T I O N  L A Y E R

One runtime that observes 
every call and routes every 
request.

Azoth OS sits between your application and every model it uses. It watches each LLM call across the 

stack, routes it to the optimal model, enforces policy, and settles the bill — keeping latency, quality 

and cost in equilibrium.

O B S E R V E

Every call traced — tokens, latency, cost, quality.

quality.

R O U T E

Each request sent to the optimal model, automatically.

automatically.

G O V E R N

Policy, approvals and a full audit trail by tenant.

tenant.

R E C O N C I L E

Spend attributed and settled, request by request.
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H O W  I T  W O R K S ·  0 6  ·  A R C H I T E C T U R E R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

A thin layer in the request path — not another 
another framework to adopt.

Y O U R  A P P L I C A T I O N S

Inventory Object

Internal agents

Customer-facing AI

R E Q U E S T

Azoth OS runtime

OBS ER V E ROU T E GOV E RN RE CON CI L E

pol icy ·  t rac ing · rout ing · sett lement — one  API ,  drop-in

O P T IM A L  C A L L

M O D E L  P R O V I D E R S

Anthropic

OpenAI

Open weights · fine-tunes

T A K E A W A Y
Integration is a single endpoint swap. Azoth OS earns its place in the request path on day one — and compounds with every call it sees.
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T H E  P R O D U C T ·  0 7  ·  C O N T R O L  P L A N E R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

Every call, visible. Every route, under 
control.

The Azoth OS console gives operators one place to watch live traces, manage 

traces, manage routes, replay runs and reconcile spend — across providers 

providers and tenants.

R O U TE S auto-balance cost, latency & quality per request

L IV E  T R A CE S inspect any call end to end as it happens

R UN S replay and compare model versions before rollout

R EC O N C IL I A TI O N spend attributed by tenant, route and model

azoth ·  i nventory -obje ct · modelled run

R O UT E D  ·  M O D E L L E D

1.4 M

N E T  SA V I NG S

$214 k

L A T E N C Y  P 5 0

240 ms

Q U A L I T Y  DR IF T

0.2 %

R O UT E P R O V ID E R M O DE S A V E D

valuation·opus Anthropic A CT IV E $92k

identify·haiku Anthropic A CT IV E $71k

summarize·mini OpenAI SH A DOW $28k

ocr·local Open weights A CT IV E $23k
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T H E  P R O O F ·  0 8  ·  F L A G S H I P  A P P L I C A T I O N R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

F L A G S H I P  WO R K L O AD  ·  B U I L T  O N  AZ OT H  

O S

Inventory Object is built on Azoth 
OS.

A French coffre patrimonial numérique — househo lds p hoto g raph their 

belo ng ing s, C laud e id entifies and values each p iece, and  the 

notarial- g rad e d ossiers fo r insurance and succession.

It is a real, regulated AI workload — high call volume, strict audit needs, unforgiving cost 

math. Exactly the system Azoth OS is built to run.
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T H E  P R O O F ·  0 9  ·  W O R K L O A D R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

One inventory scan is dozens of AI calls. 
Azoth OS is built to run every one.

Each photographed object fans out into a pipeline of model calls — and Azoth is designed to route, trace and price each step 

without Inventory Object writing a line of model-ops code.

01

Identify

Recognise the object from the photo.

route ·  i dent ify·haiku

▸

02

Value

Estimate market value with reasoning.

route ·  valuati on·opus

▸

03

Verify

Flag inconsistencies & possible fraud.

route ·  verify·mini

▸

04

Dossier

Compose the notarial PDF record.

route ·  summarize·loc al

T A K E A W A Y Azoth sends the cheap step to a cheap model and the hard step to a strong one — same output, a fraction of the cost, fully audited.
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T H E  P R O O F ·  1 0  ·  R E S U L T S R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

I N V E N T O R Y  O B J E C T  W O R K L O A D  ·  M O D E L L E D  ·  R E P R O D U C I B L E  V I A  n p m  r u n  b e n c h m a r k

1.4
C A L L S  S I M U L A T E D

Across four routes and three providers, auto-balanced for cost.

$21
4k

N E T  S P E N D  S A V E D

A modelled 41% reduction versus running every call on the 

premium model.

240m
L A T E N C Y  P 5 0

Modelled p50, held within target as routing shifts across providers.

0.2
%

%
Q U A L I T Y  D R I F T

Modelled output quality, flat against the tracked baseline.

T A K E A W A Y
Modelled on Inventory Object's real regulated workload, Azoth's routing cuts model spend 41% with no modelled loss of quality or latency — deterministic, 

reproducible from the repo, not slideware.
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T H E  O P P O R T U N I T Y ·  1 1  ·  M A R K E T R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

Every production AI system needs a 
runtime. None of them have one 
yet.

Model spend is compounding while the layer that governs and optimises it barely 

it barely exists. Azoth OS sells into that gap — and the gap grows with every model a 

every model a company adopts.

F I G U R E S  A R E  D I R E C T I O N A L  E S T I M A T E S

T A M

$150B

S A M

$25B

W E D G E

$2B

By 203 0 ·  bot tom-up f rom pe r-ca ll rout ed  spend a cross provi de rs.
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T H E  L A N D S C A P E

L A N D S C A P E

·  1 3  ·  W H Y  N O T  

T H E M

R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

Others observe, or route, or live inside one 
cloud. None do all three, neutrally.

O B S E R V A B I L I T Y  T O O L S

Datadog, LangSmith, Helicone

They show you what happened after the spend. Azoth sits in the request 

request path and acts — routing and enforcing budget before the call is 

the call is made. Observe vs control.

R O U T E R S  &  G A T E W A Y S

OpenRouter, Portkey

Routing is the commodity. Azoth wraps it with policy, audit, risk-

gated caching and per

gated 

-tenant reconciliation — the governance a regulated 

regulated workload can't ship without.

H Y P E R S C A L E R  N A T I V E

Bedrock, Azure AI Foundry

They optimise to keep traffic inside their own cloud — a structural 

structural conflict. Azoth is model- and cloud-neutral, and can route out of 

route out of a provider for cost or sovereignty.

T A K E A W A Y The defensible position is the neutral runtime in the path: observe, route and govern across every model, owned by no provider.
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T H E  B U S I N E S S ·  1 2  ·  M O D E L  &  M O A T R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

We earn a share of the spend we save.

Usage-based pricing that scales with value delivered — adoption is a single endpoint swap, so it lands 

swap, so it lands bottom-up and expands with volume.

P L A T F O RM  F EE a few % of routed model spend

P E R CA L L metered tracing & routing, no seats

E N T E RP R IS E governance, SSO & audit, annual

The moat is the runtime position.

Sitting in the request path, Azoth OS sees what nobody else does — and that data compounds into 

routing no competitor can match.

01 Data flywheel. Every routed call sharpens cost-quality routing for the next one.

02 Switching cost. Once governance, audit and spend run through Azoth, it becomes load-bearing.

03 Model-neutral. We win as the layer above the model market — not a bet on any one provider.
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T H E  T E A M ·  1 4  ·  F O U N D E R S R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

Builders who have run AI in production —
and felt this gap first

and 
-hand.

MS
Malaika Samuel

CHI EF E XECUT IV E OFFI CER ·  CHI EF T ECHN OL OG Y OFFI CER

Sets the runtime architecture and the company direction — bridging deep systems 

systems engineering with the commercial story investors and enterprises need to hear.

need to hear.

SB
Soraya Bengrine

CHI EF PRODUCT  OF FICE R

Owns the operator experience — turning traces, routes and reconciliation into a console teams 

trust to run regulated AI every day.

T A K E A W A Y
A focused founding team spanning runtime engineering and product — and already building a regulated AI workload, Inventory Object, on Azoth OS.
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T H E  A S K ·  1 5  ·  R A I S I N G R A I S E  S U M M I T  ·  P A R I S  2 0 2 6

R A I S I N G  ·  S E E D  ·  € 1 . 5 M – 2 . 5 M

Become the layer every 
production AI app runs 
on.

Inventory Object proved the value in a real, regulated workload. This round takes Azoth OS from 

invite-only alpha to the default runtime for multi-model AI — starting in Europe.

U S E  O F  F U N D S

Runtime & routing engineering 50%

%
Governance & compliance 25%

%
Design partners & GTM 25%

18 - M ON T H  G OA L 3–5 production design partners
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