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Building 
boisestate.ai

Lessons Learned from Developing a Cost-Effective 
Internal AI Platform for Higher Education on AWS 
Bedrock AgentCore.

https://github.com/Boise-State-Development/agentcore-public-stack

https://github.com/Boise-State-Development/agentcore-public-stack


Why an Internal AI Platform?

boisestate.ai: Lessons Learned

https://boisestate.ai

● Avoid Vendor Lock‑in – freedom to choose, swap best‑fit 
models, avoid long term contracts and CapEx expenditure

● Data Sovereignty – keep institutional data inside our AWS 
account.

● Model Training – Avoid model training with our data 
● Cost Reality – 30k subs × $20 = $7.2 M/yr → unsustainable at 

enterprise scale



Why an Internal AI Platform? (continued)

boisestate.ai: Lessons Learned

https://boisestate.ai

● Equitable Access – every students gets access to the same 
models. No “haves and have-nots”

● Campus Systems Integration – Safely leverage 
institutional data via MCP servers (Canvas, Google Workspace, 
PeopleSoft, Library, etc.) 

● Risk/Reward – exploring an internal platform is low risk, 
high reward. If it works, we’ve built lasting infrastructure



“$300 Billion Evaporated. The 
SaaS - Apocalypse Has Begun.”

https://www.forbes.com/sites/donmuir/2026/02/
04/300-billion-evaporated-the-saaspocalypse-h
as-begun/

Have agentic 
coding tools shifted 
the landscape of 
buy vs. build?

https://www.forbes.com/sites/donmuir/2026/02/04/300-billion-evaporated-the-saaspocalypse-has-begun/
https://www.forbes.com/sites/donmuir/2026/02/04/300-billion-evaporated-the-saaspocalypse-has-begun/
https://www.forbes.com/sites/donmuir/2026/02/04/300-billion-evaporated-the-saaspocalypse-has-begun/


The Challenges 
of Developing 
an Internal 
Platform

Spoiler alert: It’s cost-effectiveness and context engineering



The Trade-off: The Consumption-Based Paradigm Shift 

Question Challenge

How do we match user expectations? Users compare us to $20/month products with unlimited usage

How do we control costs? Every conversation, every tool call, every token has a price

How do we make AI useful for the 
enterprise?

Generic AI is interesting; contextual AI is transformational

We must answer these three questions

boisestate.ai: Lessons Learned



AgentCore Public Stack
An open-source, full-stack Generative AI 
platform for public institutions.

Version

1.0.0-beta.24

Commits

1,329
across all branches

Test Cases

3,601
Contributors

13





The Key Insight: Context is everything. An AI that 
knows nothing about your institution is just another 
chatbot. An AI that understands your policies, 
systems, and data becomes an institutional asset.

boisestate.ai: Lessons Learned



Model 
Flexibility
Run inference via Bedrock, 
API keys to other providers, 
or even run local models.

Feature



BYO Tools
Add MCP Tools and A2A 
Agents relevant to your 
environment

New Feature



Role-based 
Quotas
Create quota tiers and 
assign to different users

New Feature



Model 
Fine-Tunin
g
Commercial LLMs today; 
fine-tuned open-weight for 
routine work tomorrow

New Feature



Api 
Keys
Integrate your system 
into other systems

New Feature



Voice 
Mode
Real-time, bidirectional voice chat 
feature, which transcribes, reasons 
with tools, and streams synthesized 
speech back 

New Feature



Connectors
+

MCP Tools



Demo:

Canvas for Faculty 
Connector

List Courses:
"Pull up my courses — I want to find DEMO-101."

"Show me everything I'm teaching, including 
concluded sections."

List Assignments:
"What's on the schedule for Faculty Demo: Intro to 
MCP? I want to sanity-check the points add up — 
Syllabus Ack, two homeworks, a quiz, and the final 
project."

"Which assignments in DEMO-101 are still 
upcoming?"

List Submissions:
"For Homework 2: Control Flow — who's marked 
missing? I want to nudge them before grades post."

"Pull the late submissions on Quiz 1: Functions so I 
can decide whether to accept them at full credit."

"On Homework 1: Variables and Types, who got an 
excused entry vs. a real zero?"

"Show me submissions for the Syllabus 
Acknowledgment — anyone still hasn't done the 
5-point gimme?"



Demo:

Canvas for Faculty 
Connector

Get Assignment Analytics:
"Was Quiz 1: Functions too hard? Give me the score 
distribution — I'm seeing complaints."

"On Homework 2: Control Flow, how does the 
late-submission cohort compare to the on-time 
scores?"

"Pull analytics for the Syllabus Acknowledgment — I 
want to confirm nearly everyone aced it before I use 
it as a baseline."

Get Student Analytics:
"Three weeks into DEMO-101 — who's at risk? Sort by 
lowest engagement."

"Has Maya Morales been keeping up? Pull just her 
row." (uses student_id for one student)

"Give me the bottom 5 on engagement so I can flag 
them for early-alert."



The road to v1.1.0

Open-weight, tuned, 
cost-controlled

Model Capability

Co
st

 
pe

r 
To
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Commercial LLMs
Fixed Pricing

Fine-tuned
Declining Cost

Strategic Implementation

● Future Outlook: Commercial LLMs today; 
fine-tuned open-weight for routine work 
tomorrow

● Key Partner: Casey Kennington — NSF 
NAIRR AI Education Fellow · Foundation 
Board Endowed Professor, CS

● Efficiency Lever: Cost lever for agentic 
automation (ServiceNow-style deflection)



GRAPHIC ASSETS






