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Executive Summary
This paper examines Valtree's engagement with a high-growth developer platform vendor whose core vector search and

agent-orchestration layers had become the default building blocks for hundreds of enterprise engineering teams. Rapid

adoption had outpaced the platform's product maturity: onboarding was inconsistent across SDKs, evaluation tooling was

manual, and the absence of SOC 2 and HIPAA-ready modules was actively costing the sales team enterprise deals in

procurement review.

Over the course of the engagement, Valtree's embedded platform PM practice standardized the developer experience

across languages, built an automated evaluation framework the client's own customers could run against their production

pipelines, and led the product requirements for the security and compliance features enterprise buyers required. Time to

first API call fell from roughly three hours to under twelve minutes, the client passed its first full enterprise security audit

with no critical findings, and enterprise-segment annual recurring revenue grew 140% in the twelve months following

launch.

1. Strategic Engagement Context
The client provides vector search and agent-orchestration infrastructure that enterprise engineering teams embed directly

into their own AI products. Growth had been explosive — usage nearly quadrupled year over year — but the product had

grown the way infrastructure products often do under that kind of pressure: feature by feature, team by team, without a

unifying developer experience or a security posture built for enterprise procurement.

By the time Valtree was engaged, three symptoms had become impossible to ignore. Onboarding friction was driving

developers to abandon evaluation trials before they ever reached a working integration. The absence of any standardized

way to measure model or pipeline quality in production meant customers were flying blind on regressions. And enterprise

sales cycles were stalling in security review, because field-level encryption, tenant isolation, and compliance

documentation simply did not exist yet in a form procurement teams could sign off on.

2. Core Interventions & Areas of Excellence
Unified Developer Experience (DX). We led the redesign and standardization of client SDKs across Python and

TypeScript, aligning method names, error handling, and authentication flows so that switching languages did not mean

re-learning the product. Combined with an interactive quick-start and inline code samples generated from the developer's

own project configuration, this reduced median developer setup time from roughly three hours to under twelve minutes.

Enterprise Evaluation Suite. We designed and shipped an automated LLM evaluation framework that let customers

continuously benchmark precision, recall, and hallucination rates directly against their own production pipelines — not

synthetic test sets. This turned quality from an anecdotal concern raised in support tickets into a metric customers could

track on their own dashboards, and it became one of the platform's most-cited reasons for enterprise renewal.

Multi-Tenant Data Security. Valtree's product team wrote and prioritized the requirements for field-level encryption and

isolated tenant index partitioning, working closely with the security engineering team to make sure the resulting

architecture could pass the specific audit frameworks (SOC 2 Type II and HIPAA) that were blocking the largest deals in

the pipeline.

Compliance-Ready Documentation. Beyond the technical work, we built the customer-facing security and compliance

documentation package — architecture diagrams, data flow maps, and a completed vendor security questionnaire

template — that let the sales team hand procurement teams a ready answer instead of a six-week back-and-forth.
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3. Feature Adoption & Platform Maturity

Platform Capability Initial State Target Architecture

Agent Tracing Basic text log streams Full DAG execution graph visualizer

Index Scaling Single-node memory caps Auto-scaling distributed HNSW clusters

Evaluations (Evals) Manual CSV inspection Continuous automated benchmark pipelines

Tenant Isolation Shared index, logical separation only Field-level encryption, physical partitioning

Onboarding Docs-only, self-serve trial and error
Guided quick-start generated from project
config

4. Implementation Roadmap
The program ran in three overlapping tracks over roughly seven months. The developer-experience track shipped first,

since it was the fastest path to measurable impact and gave the team early credibility with both customers and internal

stakeholders. The evaluation-framework track followed, built on telemetry the DX work had already started collecting. The

security and compliance track ran in parallel from day one, since audit timelines are long and could not wait for the other

tracks to finish.

A joint steering committee — Valtree's embedded PM, the client's head of engineering, and the VP of sales — met

biweekly to make sure the roadmap sequencing reflected real deal pressure in the sales pipeline rather than

engineering's own priority order.

5. Results & Impact
Twelve months after the engagement began, median time to first API call had fallen from roughly three hours to under

twelve minutes, and trial-to-paid conversion improved meaningfully as a direct result. The client passed its first SOC 2

Type II audit with a 100% control-pass rate and no critical findings, unblocking a backlog of enterprise deals that had

been stalled in security review for months. Enterprise segment ARR grew 140% in the year following the security and DX

improvements, with sales leadership citing the evaluation suite and compliance documentation as the two most

commonly requested assets in the sales cycle.

6. Key Learnings
Developer-infrastructure companies frequently under-invest in the unglamorous work of standardizing SDKs and

onboarding, treating it as a documentation problem rather than a product one — this engagement showed that a

genuinely unified DX can move conversion metrics as much as any single feature launch. Second, evaluation tooling built

for the customer's own production data, rather than vendor-controlled benchmarks, builds a level of trust that marketing

claims cannot replicate. Third, security and compliance work should never be sequenced last — it has the longest lead

time of any workstream and is frequently the actual blocker on revenue, even when it looks like a purely technical

concern.
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7. Recommendations for Platform & Infrastructure Leaders
Audit your own onboarding funnel the way you would audit a customer's production pipeline — instrument every step

from signup to first successful call, and treat any drop-off as a product defect. Build evaluation and observability tooling

that runs against the customer's own data from day one rather than retrofitting it after a churn event. And start compliance

work in parallel with your earliest feature roadmap, not after your first enterprise prospect asks for a SOC 2 report.

Conclusion
Developer platforms live or die on the first twelve minutes of a new user's experience and the fine print of their largest

customer's procurement checklist. Valtree's embedded platform product management practice is built to make sure both

of those moments — the very small and the very large — get the product attention they deserve, at the same time.

About Valtree AI
Valtree is a specialized AI product management practice embedding senior product leaders directly inside frontier

research labs, developer platforms, vertical SaaS vendors, and global enterprises. We pair deep technical fluency with

product and governance discipline to turn AI initiatives into measurable, trusted, production-grade outcomes. Learn more

at valtree.com.


