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Executive Summary

Outsourcing is entering a structural inflection point. Contracts, pricing models, and operating
frameworks designed for a labour-centric world are increasingly misaligned with Al-enabled
delivery models where productivity, automation, and digital assets drive value. While organisations
are investing heavily in Al, many struggle to translate this into sustainable outsourcing savings,
improved service outcomes, or reduced risk.

Alngel Consulting helps/organisations modernise their outsourcing arrangements for the Al era. We
combine fact-based benchmarking, commercial and contractual redesign, Al-enabled
operating model transformation, and outcome-linked gain-share mechanisms to unlock
measurable value while protecting control, compliance, and trust. Where required, we also support
clients in negotiating stronger, more future-proof commercial terms with their service providers—
turning traditional vendor relationshipsinto value-driven partnerships.

The State of Outsourcing inthe Al Era

For decades, outsourcing economics were built around labour arbitrage, effort-based pricing, and
static service levels. While these models delivered short-term cost savings, they are increasingly
ill-suited to today’s environment, where:

e Al and automation materially change the cost-to-serve

e Productivity gains are driven by technology, not headcount

e Risk and regulatory expectations are rising

e _ Clients demand transparency, agility, and business outcomes

As a result, many organisations face a growing gap between Al potential and outsourcing reality.
Vendors'deploy Al and automation internally, but the benefits are often retained by the provider
rather than transparently shared with the client. Contracts lack mechanisms to re-base pricing,
track Al productivity, or allocate liability for Al-driven outcomes. Governance models struggle to
keep pace with the speed of technological change.

This disconnect creates value leakage, commercial tension, and increasing operational and
regulatory risk.

Key Challenges Clients Face

Across industries, Alngel consistently sees six recurring challenges:
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Outdated Commercial Models

Most outsourcing contracts remain effort-based, rewarding volume rather than outcomes.
Al-driven'productivity improvements therefore erode vendor margins instead of benefiting both
parties—creating resistance to automation rather than incentives.

Limited Visibility into Al-Driven Productivity

Clients often lack transparency into where and how Al is being applied across delivery, making it
difficult to quantify savings, validate benefits, or renegotiate pricing.

Misaligned Incentives

Without shared upside mechanisms, vendors are commercially disincentivised to accelerate Al
adoption, while clients struggle to justify further investment.

Weak Governance and Risk Controls

Al introduces new risk vectors—data usage, model behaviour, explainability, third-party
dependencies, and regulatory exposure—that are rarely addressed explicitly in existing contracts.

Fragmented Operating Models

Al adoption is layered onto legacy delivery structures, rather than embedded into product-led,
automation-first operating models.

Negotiation Fatigue

Clients often know value is being left on the table, but lack the benchmarks, facts, and frameworks
needed to renegotiate confidently with service providers.

Alngel’s Benchmarking Services: Creating a Fact
Base for Action

Alngel’s outsourcing advisory begins with Al-era benchmarking, providing an objective,
data-driven view of how current contracts and delivery models compare to leading practices.

What We Benchmark

We go beyond traditional price and SLA benchmarking to assess:
e Commercial models (effort vs outcome, unit pricing, re-baselining)
e Al and automation pass-through mechanisms
e Productivity and efficiency metrics

e Innovation funding and co-creation models
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e [P ownership, reuse rights, and asset contribution

e Governance, risk, and liability allocation for Al use

e Team structures, skills mix, and operating model maturity

The Outcome

Clients gain:

e C(Clear visibility into value leakage

e Quantified savings and productivity potential

o A defensible fact base for commercial discussions

e Prioritised improvement opportunities

Benchmarking creates the foundation for constructive, evidence-based engagement with service
providers—reducing friction and accelerating decision-making.

How Al is changing traditional
outsourcing relationships

Focus shifting to Al-driven
outcomes vs. effort-based
delivery
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Alngel’s Outsourcing Advisory Framework

Our framework is designed to help organisations transition from labour-centric outsourcing to

technology- and value-centric partnerships.
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Outsourcing in the Al Era - Delivery & Artefact View
Alngel Consulting | Detailed Advisory Framework (Artefact-level)
Commercial & Contractual Innovation & IP Team Model & Skills Security, Risk & Compliance
» Target g made + Product & sq + Al risk taxonomy & controls
» End-to-end nation maps « Data & model security

+ Governanc T 1 + Liability & indemnit

» Responsible Al policy set + Regulatory con

+ Financial benefits tracking pack » Service assurance & controls model « Retained org model + Audit & evidence framework

4-6 Week Delivery Timeline with Key Artefacts

Week 1 Week 2 Week 3 Week 4 Week 5 eel

Baseline Value & Target Commercial Redesign Governance & Risk Team & Enablement Exec Sign-off

+ Cost-to-serve baselir + Outcome & KPI catalogue + Org & role model « Integrated roadmap

+ SLA & dema gnostics + Value tree & benefits case « Skills heatmap + Benefits ation plan
+ Al productivity hypothesis « Target operating model share scenarios « Liability allocation + Training & enablement plan + Decision & sign-off pack
+ Risk & compliance gap log + Al adoption priarities « Commercial risk assessment + Governance forums & RACI + Co-innavation funding model + Implementation backlog

Key stakeholders

CIDJCTO, COO, CFO, Procurement, Legal, Risk & Compliance, CISO, Business/Praduct Owners, Vendar Execs

Key input data

MSA/SoW, rate cards, volumes & demand, SLA history, incident/change data, audit reports, process maps, tooling & Al inventory, risk registers, regulatory ebligations

Business impact delivered

4 Cost-to-income ratio | T Al time-to-value | | Operational & regulatory risk

Commercial & Contractual Levers

We redesign contracts to align incentives and outcomes:

e Outcome-based clauses linking fees to business value
e Al-indexed pricing models that share productivity gains

e C(Clear performance metrics tied to financial and customer outcomes

Innovation & IP Management

We enable structured, sustainable innovation:

e Co-innovation operating models and cadence
e Explicit IP ownership, protection, and reuse rights

e Funding mechanisms that recycle savings into innhovation

Operating Model & Governance

We embed Al into how services are delivered:

e Product-led, Al-enabled delivery,models
e Automated workflows across service operations

e - Strong governance for responsible and ethical Al
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Team Models & Skills
We align people and capability to the new model:
e Business-aligned squads and product ownership
e Al and automation skill integration

e Enablement and change management

Security, Risk & Compliance

We ensure Al-enabled outsourcing scales safely:
o  Al-specific risk and control frameworks
e [Liability and indemnity clarity

e Alignment with applicable Al regulatory expectations

Timeline and Key Deliverables

A typical engagement runs over 4-6 weeks:
e Weeks 1-2: Baseline, benchmarking, and diagnostics
e Weeks 3-4: Target operating model, commercial redesign, and governance framework
e Weeks 5-6: Contractual artefacts, roadmap, executive alignment
Deliverables include:
e _ Cost-to-serve baseline and savings opportunity model
e Qutcome and KPI catalogue

Draft contract clauses and pricing mechanisms

Governance, risk, and compliance frameworks

Transformation and savings roadmap

Negotiating Better Deals with Service Providers
(Optional)

Where clients choose, Alngel supports vendor negotiations using the benchmarking ingights and
redesigned commercial frameworks.

Ourrole is not adversarial. Instead, we help reposition negotiations around shared value,
ensuring:

e Al-driven productivity gains are/fransparently shared
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e Vendors retain upside for innovation
e C(lients secure sustainable cost and performance improvements
e Risk and accountability are clearly allocated

This approach often results in faster agreement, stronger partnerships, and better long-term
outcomes than traditional cost-down negotiations.

Gain-Share Models: Creating Win-Win Partnerships

To align incentives, Alngel can structure gain-share arrangements where:
e Abaseline cost-to-serve is agreed upfront
e Al-enabled savings are independently verified
e - Savings are shared between the client, vendor, and Alngel
This model:
o Eliminates upfront Al funding deadlocks
e Rewards vendors for innovation
e Ensures Alngel is paid only on realised outcomes
e Protects the client by tying fees to'measurable value

Gain-share transforms outsourcing from a zero-sum transaction into a collaborative value
partnership.

Positive Outcomes Delivered

Clients working with Alngel typically achieve:
¢ Reduced cost-to-income ratio through Al-driven productivity
e Faster Al time-to-value via aligned incentives and governance
e Lower operational and regulatory risk

« Improved vendor relationships based on transparency and trust
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Outsourcing in the Al Era - Value, Risk & Control

= Commercial & I et I Operating Model
= S Contractual Levers nhovation & Governance
QOutcome-based contracts Structured co-innovation model Product-led, Al-enabled
linking risk, liability to capture Al evolution operating modal with alig.teans
and business value Explicit IP ownership, Automated workflows
Al-indexed pricing models protection, and reuse rgts embedded across delivery

sharing productivity and—"

efrelercTaalne Strong governance for

responsible and ethical Al

1§
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Timeline plan (4-6 weeks)

Diagnose & Target & Contract & Transition &
Baseline Business Case Commercial Redesign Enable
It, Legal, CO /Vendors Business, Finance Data Procurement, Legal, Fina Service Delivery , Product
Key deliverbales Key deliverdls Key deliverables Key deliverables
- Establish cost.prefor- + Al-enaled openitled + Connect risk; liability + Implementat: workfoolws
mance; jisk: baseline oporating &value in clauses tooting
« Map Al/autornation + Adoption roaddmap « Reviser pricing models - Align teams with Al
opportunities OutcomelKPI - IP protection terms orchnologies

Outcomes achieved: 7T Cost-to-income ato 4 Operational &regulatory risk

Conclusion

Outsourcing in the Al era requires more than incremental contract tweaks. It demands a
fundamental shift in how value, risk, and control are designed and governed.

Alngel Consulting helps organisations make that shift—using benchmarking, advisory expertise,
and innovative commercial models to unlock Al-enabled value while building resilient, future-proof
outsourcing partnerships. : : : :
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