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AI-Agents Don’t Sleep

How IDEXX Put Them to Work

Put an image in the 
back layer according 
to your topic.
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Everyone wants AI. Few know how to make it work.
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partner with IDEXX. work together to deliver on our
purpose.

support more than 50,000 
veterinary practices worldwide.

10-K: Innovative water testing 
solutions for rapid, accurate 

microbiological analysis
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Day in the life

Sharon
Finance System & 
Process Manager

Hi Bastian, every quarter, we receive hundreds of customer contracts, all in different

layouts, languages, and formats. My team must check and re-enter everything

Let me show you something we’ve been working on...

manually, which is slow, error prone and just not scalable. Can you help us?

Wednesday, 9:19

Bastian, 9:25

But what will IT most likely pitch …

Before we fix it, here’s our current process.
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IDEXX journey for handling customer contracts

Manual data entry into SAP

→  Time-consuming

→  Error-prone

Limited flexibility to meet business needs

→  Based on predefined layouts

→  Frequent manual (and costly) adoptions necessary

→  Instability during high-demand business phases

Previous Solutions

Need for a modern solution

 
First discussion on SAPinsider Las Vegas 

March 2025

June 2025: PoC completed

Test results: 

>98.79% accuracy

Start mid Sep 2025

Implementation time: ~ 1 month (!)

Go-Live (tech.): Nov-24

Go-Live (business): Dec-1
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Product and Service 
description

Upgrade 1

Pricing

Product and Service 
description

Upgrade 2

Pricing

Document example

List of products and 
specifications

Pricing

Document example

Some examples of Customer Contracts

Year 1

108.444

Year 2

108.444

Year 3

108.444

Year 4

108.444

Year 5

108.098 103.676

11

12

12

12

Page 3 

Year 6

Page 4 
1

12

11

12

1

12

List of products and 
specifications

Product and Service 
description
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AI solutions need to be transparent to give confidence
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System Architecture for Customer Contracts

Excel sheet

Constraints:

• Should work with the existing 
backend processes for customer 
contracts
→ Upload via Excel sheet

• Clearly flag uncertain extractions for 
review
→ Confidence indicator

• Flexibility for further instruments 
→ dynamic mapping

Constraints:

• Work with the existing backend 
processes for customer contracts
→ Upload via Excel sheet

• Clearly flag uncertain extractions 
for review
→ Confidence indicator

• Flexibility for further instruments 
→ dynamic mapping

Foundation 
Models

Execute 
Text Extraction 
Service

OCR Service for Text 
Extraction

LLM Model 
content extraction 
and target schema 
mapping

Content Extraction 
and Schema Mapping

Get Results: Extracted 
Text Content

Post Result: Target Schema 
formatted 
Document Content

Object Store

Excel sheet
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Layout
Fragility

Low
Adaptability

Missing
Integration

L I M I T A T I O N S

Accuracy
Gaps

▪ Rigid rules tied to fixed 
layouts

▪ Fails with small format 
changes

▪ High maintenance effort

TEMPLATE-BASED
EXTRACTION

Traditional Document Extraction Approaches

▪ Recognizes text, but 
nothing else

▪ No understanding of 
meaning or context

▪ Can’t handle complex 
structures

OCR-ONLY 
SOLUTIONS

▪ Trained on fixed and 
specific datasets

▪ Struggle with unseen 
formats

▪ No customer-specific logic 
or integration

PRE-TRAINED 
LAYOUT MODELS
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Product Datasheets Safety Datasheets

Tons of incoming documents need to be integrated into SAP

InvoicesDelivery Notes

Inspection Certificates

Customer Orders Order Confirmations

Supplier Declarations
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cbs AID integrates every complex, human readable document into SAP

Sales Order Inbound Delivery

Purchase Order Inspection Lot
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Agentic AI Solution 

Mixed Table Formats
Handwritten Notes
Inconsistent Field Naming 

Technical Tables
Regulatory Field Checks 

Embedded Images

Table 
Resolver

Reference 
Resolver

Rule-based 
Validator

VLM Vision 
Analysis 

UoM & 
Quantity 

Normalizer

Stamp &
Signature 
Detector

Hazard 
Symbol 

Detector

Line-Item 
Matcher

Different documents. Same challenges. One agentic solution.

Bin Li, Jannis Conen, and Felix Aller. 2025. AID-Agent: An LLM-Agent for Advanced Extraction and Integration of Documents. 

Transactional Documents Supplemental Documents

Header & line-item based
98%+ Extraction Accuracy

Over a broad range 
of document types

‘Prosaic’ content
98%+ Extraction Accuracy

Accuracy heavily depends on 
document and schema complexity

Result Reliability AI Intervention

▪ Data validation against master data & business rules
▪ Confidence thresholds & exception handling workflows
▪ Continuous improvement via user feedback

▪ Automates extraction, validation & data entry
▪ Access limited with role-based permissions
▪ Human-in-the-loop for unclear or critical cases

https://aclanthology.org/2025.realm-1.6/
https://aclanthology.org/2025.realm-1.6/
https://aclanthology.org/2025.realm-1.6/
https://aclanthology.org/2025.realm-1.6/
https://aclanthology.org/2025.realm-1.6/
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cbs Advanced Integration of Documents – End2End Workflow

Document Inbound Document Reading Document Understanding Backend Integration

Multi-Channel & Format Input

• Supports email, API, and 
manual uploads

• Processes PDFs, scans, and 
structured files

Preprocessing & Enhancement

• Automatic correction of 
skew, rotation, contrast

• OCR & non-OCR processing 
for text extraction

AI-Driven Data Extraction

• Agentic data extraction and 
target schema mapping

• Direct verification with 
backend systems

Validation & Posting

• Confidence scoring and 
extraction accuracy

• Posting of validated data 
into the backend system

This is a customer specific implementation project, not simply a consume & integrate project.
That’s the secret sauce for the accuracy: Superior technology & customer specific implementation.
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cbs Advanced Integration of Documents – End2End Workflow

Document Inbound Document Reading Document Understanding Target Outbound

Processes E-Mail, API, and manual uploads, with various formats 
like structured PDFs, scanned documents, and handwritten notes.

Document can by of any length, with complex layouts, 
chemical data, pictograms, and multilingual content.
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cbs Advanced Integration of Documents – End2End Workflow

Document Inbound Document Reading Document Understanding Target Outbound

Applies preprocessing routines to correct rotations, skews, and 
distortions for optimal OCR accuracy.

Extracts text and structures data from complex layouts, tables, 
and handwritten content while preserving document integrity.

Detect & 
extract text

Detect & fix
rotations
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cbs Advanced Integration of Documents – End2End Workflow

Our agentic approach iteratively collects and combines all required data. 
Agents handle different extraction and validation tasks, feeding results into 
a shared memory for maximum extraction accuracy.

AI Agents

Memory
Collects data across pages

Techniques

Area of Interest Detection
Custom algorithm to localize relevant data

Smart Table Analysis
Classification and extraction of large tables

Self Evaluation
Question based self-guidance in search process

Document Inbound Document Reading Document Understanding Target Outbound



18cbs Corporate Business Solutions | June 16, 2026

Post‐Processing and Backend Booking:

• Automatically validates extracted details against 
relevant master data

• If needed, prompting of users to edit or confirm 
missing inaccurate item entries

• Book correct data in the backend

Human Interaction

Is Supplier known? Is Legal Regulation known? Is Material known?

Post LTSD in Backend

Ex
tr

ac
te

d
 D

at
a

Yes Yes

Yes

NoNoNo

Continous Learning: Store decision for future automation

Document Inbound Document Reading Document Understanding Target Outbound

cbs Advanced Integration of Documents – End2End Workflow
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Solution Architecture relies on SAP BTP & AI Foundation

1

2

3

4

1

2

3

4

User interface to upload documents, 
supervise the extraction, or correct and 
update the AI-results.

CAP-App to stage results, perform quality 
checks, transformation, data validation,  
error handling to promote them into the 
backend system.

CF Python-App for complex data logic, 
establishing the connection to frontier 
models via AICore or OCR services, if 
applicable.

GenAI Hub in AI Foundation establishes 
connections to self-, and partner hosted 
models for purpose driven model 
selection.
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Customer Orders Challenges

R E A L  C U S T O M E R  E X A M P L E

99.84% Extraction Accuracy

Mixed content in one 
channel

Multi-file processing 
complexity

Material number 
mismatch

Feasibility checks 
necessary
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Long Term Supplier Declarations Challenges

R E A L  C U S T O M E R  E X A M P L E

99.19% Extraction Accuracy

Lot of irrelevant data

Longtext, tabular, 
and handwriting

Large documents

Nested & Relational 
Content
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Project Approach: Fast Return on Investment

Costs

Time
Break-Even
(in months)

Benefit

Go live in 
< 4 months

No SAP RISE 
or S/4HANA 
required

ROI in 
~ 6 months
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Award-winning 
innovation in AI & 
Automation
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Next Generation Corporate Business Solutions from one Source 

Business Consulting Transformation Consulting

Business AI

Technology Consulting

Managed Services

End-2-End Business Process Management

End-2-End Landscape & Data Transformation

Corporate Business Solution Deployment

Intelligent Enterprise Architecture

Cloud Platforms & Integration

Analytics & BI

Security & AuthorizationsIT Processes & Operations

Custom Apps & Development

Program & Project Management

Change Management

Holistic
Consulting

Organization

Technology

Strategy

Data Applications

Processes

Tr a n s f o r m a t i o n  A d v i s o r y

ESG

Sustainable
Supply Chain & 
Manufacturing

Customer
Journey 

Management

Human
Capital

Management

Corporate
Finance, Steering

& Compliance

Application 
Management

Services

Process 
As a Service

Software 
As a Service



Q&A



cbs Corporate Business Solutions 

America, Inc. 

HQ: 15 N Devon Boulevard, Devon, Pennsylvania
usa-office@cbs-consulting.com
www.cbs-consulting.com/us

Bastian Schiele

Senior Manager - Technology

bastian.schiele@cbs-consulting.com

Get in touch
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