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Executive Summary

Al outsourcing is becoming a board-level value and risk agenda. Organisations are moving quickly to embed
Al into outsourced services, yet many continue to rely on contracting and governance models designed for
static technology delivery. Those models do not adequately address dynamic Al behaviour, evolving
regulation, supplier reuse of data, shifting intellectual property boundaries or the need to capture
productivity gains throughout the life of the deal.

The opportunity is significant: Al can reduce operating costs, accelerate service improvement and unlock
new sources of enterprise value. The challenge is that value is rarely realised through technology alone.
Clients need a clear operating model that connects commercial ambition, contractual protection, delivery

governance and measurable value assurance from day one.

OVAL is Alngel Consulting’s Al outsourcing value negotiator. It converts engagement-specific inputs into a
structured risk profile, negotiation playbook and PMO-ready governance framework. By linking risk, contract
positions and operational controls, OVAL enables legal, procurement, commercial, delivery and executive

teams to make faster, better-aligned decisions before the contract is signed and after the service goes live.

For clients, the result is a more disciplined route to Al outsourcing value: faster risk identification, reduced
contract preparation effort, stronger negotiation positions, lower PMO setup effort and improved value
capture. For consulting teams, OVAL creates a repeatable advisory asset that turns Al outsourcing

complexity into a clear, differentiated client proposition.

Why traditional outsourcing contracts are no longer
enough

Legacy procurement and contracting frameworks were designed for relatively stable services: defined scope,
known delivery models, measurable service levels, software licensing, data processing schedules and
conventional change control. They remain important, but they were not built for Al-enabled services that

learn, adapt, depend on layered technology ecosystems and create new forms of data, output and value.

Al changes the risk equation. From embedded Al features and off-the-shelf APIs to bespoke autonomous
solutions, Al outsourcing introduces new commercial, operational, regulatory and reputational exposures
that must be managed deliberately rather than left to generic contractual language.

The Al outsourcing imperative

In the Al era, the contract is no longer just a legal artefact; it is a commercial control system. Organisations
need to know who controls the data, who benefits from model learning, who owns Al-generated assets, how

supplier model changes are approved, and how value is measured and shared over time.

This is why boards, legal teams, procurement leaders and transformation executives are asking a sharper set

of questions before committing to Al-enabled outsourcing arrangements:
e Whatis the real ROI of our Al investments?

e  Which use cases should we scale—and which should we stop?
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e How do we manage risk, compliance, and accountability as Al adoption grows?
e How do we ensure Al becomes a value engine, not a cost centre?
Above all, today's Al ecosystem demands that we address critical commercial and operational risks,
including:
. Commercial Volatility: The challenge of keeping Al-related run costs predictable while ensuring
productivity gains are shared equitably.
. Operational Ambiguity: Navigating blurred lines between build vs. run phases, especially when
long-term support models remain unfixed.
. Data & Privacy Exposure: Protecting internal confidential information and regulated personal data
from being ingested into third-party base models.
3 Vendor Lock-in: Securing strong portability and transition rights to preserve flexibility in a rapidly

evolving tech landscape.

Contracting priorities for Al-enabled outsourcing

Challenge Why it matters in Al outsourcing

IP boundaries are

blurred

Data useis no

longer passive

Performance is

dynamic

Supplier
ecosystems are

layered

Regulation is

evolving

Al stacks combine foundation models, orchestration layers, prompts,
embeddings, fine-tuned weights, adapters, workflows and client context.
Standard background/foreground IP clauses often fail to separate these assets
clearly.

Inputs, prompts, logs, outputs and operational data can potentially improve
supplier models or third-party services. Traditional data processing clauses may
not fully address training, retention, reuse and improvement rights.

Al services may drift, hallucinate or silently change as models are updated.
Traditional SLAs around availability and turnaround time do not adequately
address accuracy, explainability, model change and quality assurance.

Al delivery often depends on hyperscalers, LLM providers, vector databases, plug-
ins, subcontractors and offshore delivery teams. Standard subcontracting clauses
may not expose all upstream dependencies.

Al governance must respond to changing legal, regulatory and sector obligations
across jurisdictions. A static contract signed on day one can become outdated

quickly.
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Productivity gains, automation benefits, benchmarking rights and gain-share
Commercial value
mechanisms need explicit contractual ringfencing, or the client may not capture

can leak
the value created by Al-enabled transformation.

Winning Al outsourcing partnerships are flexible, risk-aware and outcome-led. They protect the client’s data,
preserve commercial leverage, make supplier accountability measurable and ensure that Al-driven
productivity gains translate into realised value. Four buyer questions sit at the heart of the negotiation:

o Question 1: Can the supplier use our data to improve its Al?

o Question 2: Who owns the Al assets created during the engagement?
o Question 3: What happens when the model changes?

o Question 4: How does the governance know what to control?

Introducing OVAL: Al outsourcing value assurance

OVAL is Alngel Consulting’s practical advisory accelerator for Al outsourcing. It brings together Al risk triage,
contract negotiation intelligence and PMO-ready governance in a single workflow, helping clients move from
uncertainty to a defensible, value-led outsourcing position.

Unlike static templates, OVAL starts with the client’s actual engagement profile: service scope, Al
capability, data sensitivity, regulatory exposure, supplier model and operating objectives. It then translates
those inputs into contract positions, negotiation guidance and governance controls that are directly relevant
to the deal.

Core advisory modules

OVAL equips cross-functional client teams through three integrated advisory modules:

. Automated Risk Triage: Through a targeted strategic questionnaire, OVAL instantly identifies
regulatory, operational, and data privacy threats based on your service scope.

. Contract Negotiation Playbook: Automatically generates bespoke MSA clauses, schedules,
and fallback positions tailored to the exact risk profile of the supplier.

. Governance Checklists: Produces actionable delivery checklists and requisite governance

forums for your PMO to operationalize immediately.

The OVAL operating model

Assess Map Negotiate Operationalise Refresh
Answer strategic Connectrisks to Use preferred Turn contract Reassess as Al
questions to clauses, positions, fallback obligations into models,
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identify the real Al
outsourcing risk
profile.

schedules,
playbook cards,
checklists and
governance
forums.

positions and
supplier pushback
guidance to
improve
negotiation
quality.

From risk triage to value protection

OVAL turns complex Al procurement decisions into a structured, repeatable advisory workflow:

1.

autonomous), and system integration depth.

reputational damage or regulatory breach.

details, governance controls (owners, timing, evidence), and actionable mitigations.

What makes OVAL unique?

1.

PMO controls,
evidence
requirements and
governance
routines.
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regulation,
suppliers and
operating
assumptions
evolve.

Define the Scenario: Users input key parameters regarding service coverage, Al capability (assistive vs.

Risk Validation: The engine outputs a validated risk profile, instantly flagging high-stakes issues like

Generate Recommendations Workbench: With a single click, OVAL compiles the precise contract

Integrated advisory workflow: OVAL connects legal, commercial and delivery teams by

creating traceability from risk assessment to negotiation position to live governance

control.

Al-specific design: The framework addresses foundation model boundaries, training

data, Al outputs, model drift, third-party dependencies, explainability, cyber security

and value leakage.

Negotiation-ready intelligence: Outputs include client-preferred positions, likely

supplier responses, fallback positions, red flags and targeted negotiation questions.

Executable governance: Contractual obligations are converted into PMO-ready

controls, evidence requirements, governance forums and escalation points.

suppliers, operating assumptions and business priorities evolve.

Why clients WIN with OVAL

OVAL helps clients move faster, negotiate stronger protections and govern Al outsourcing with greater

Cc

onfidence.

Designed for continuous change: OVAL supports reassessment as models, regulation,
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The commercial case is clear: reduce manual effort, surface risks earlier, improve the quality of deal
positions and make governance operational from day one. The indicative benefits below can be validated and
refined through client pilots and measured deployments.

70-90% 50-80% 30-50%

faster first-pass Al risk reduction in contract preparation  fewer material Al contractual
identification effort gaps

20-40% 60-80% 5-15%

reduction in negotiation cycle less PMO governance setup improved outsourcing value
effort effort capture

A platform alighed to stakeholder priorities

OVAL creates a shared view of value, risk and accountability across the client organisation:

J Legal and procurement: Strengthens negotiation quality with preferred
positions, supplier pushback scenarios and practical fallback options.

) PMO and delivery: Converts contractual commitments into trackable controls,
evidence requirements and governance routines.

. Executive leadership: Provides visibility over enterprise Al outsourcing

exposure, value capture and supplier accountability.

Conclusion

Al outsourcing will not be won by the longest contract. It will be won by the clearest value assurance model:
who owns what, who can use which data, how supplier changes are controlled, how performance is
evidenced and how benefits are captured over time.

OVAL gives clients a practical way to build that model before signature and keep it alive after service
commencement. For Alngel Consulting, it provides a distinctive advisory proposition: helping clients turn Al
outsourcing from a contractual risk into a governed, measurable and repeatable source of enterprise value.

This document is a commercial product whitepaper draft and does not constitute legal advice. Benefit
ranges are illustrative and will vary based on client scenarios and should be validated through pilots,
benchmarking or measured customer deployments before being presented as guaranteed outcomes.
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