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Providers should present value claims with a comparable baseline, observed results, explicit 
extrapolation, customer prerequisites, and complete delivery costs. A buyer should be able to 
verify the claim without accepting the provider’s automation label as evidence of benefit. 

State the Claim in a Verifiable Form 

The provider’s commercial leader should define the function, period, workload, quality, and 
benefit the bid promises. Distinguish lower price, reduced buyer effort, faster completion, 
improved quality, and new capability. These can create value through different mechanisms 
and should not be combined into an unexplained savings percentage. 

KPMG’s US survey reports value across productivity, decision speed, experience, and financial 
performance.1 It is self-reported research, not proof of a provider’s proposed result. It 
illustrates why a credible bid should name the specific value mechanism and evidence rather 
than promise generic AI return. 

Choose a unit the buyer can reconcile to its business function. State whether the claim 
concerns attempted transactions, accepted outcomes, or sustained results after correction. 
Define the eligible population and exclusions before the pilot so that scope does not shift when 
performance is measured. 

 

1 KPMG, “AI’s Value Story Sharpens as Organizations Gain Confidence in Governance, Accountability and 

Workforce Adoption,” KPMG, September 24, 2026, US survey methodology and reported value and cost review 

findings, https://kpmg.com/us/en/media/news/q3-ai-pulse-2026.html. 
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Separate Observed Results from Forecasts 

The study identifies manual work and process limitations that can be omitted from a delivery 
claim.2 It does not quantify supplier overstatement. A provider can address the concern 
directly by disclosing the human effort, customer work, and dependencies underlying its 
results. 

For a hypothetical pilot, the provider may demonstrate faster handling on a selected case set. 
Report the selection, operating conditions, staff support, and limitations. A forecast for the full 
population should identify the assumptions required to transfer that result to different volumes 
and case complexity. 

Do not present released staff hours as cash savings unless the buyer can capture them in that 
form. They may support capacity, quality, or growth instead. State the capture mechanism and 
who must act. A valid efficiency observation can still support an overstated financial claim if 
the benefit category is wrong. 

Use a Value Claim Evidence Sheet 

Figure 1 proposes four sections: baseline, demonstration, extrapolation, and buyer conditions. 
Include source records, calculation rules, cost inclusions, uncertainty, and the continuation 
test. Keep the sheet concise enough for commercial review while linking to evidence available 
for authorized challenge. 

Show transition, technology consumption, review, corrections, assurance, and necessary 
recovery costs. Where a cost is excluded because the buyer retains it, say so. Protect 
proprietary provider economics while making the customer’s total functional comparison 
testable. 

Bain’s service-provider analysis emphasizes new commercial models and measurable 
outcomes.3 The proposed evidence sheet is a practical response to that market direction. It 
helps distinguish a price concession, a delivery improvement, and an expected future benefit 
before they become contract commitments. 

 

2 Phil Hatch, Agentic AI Outsourcing at Tier 1 Financial Institutions: Full Study Report, version 1.8.2 (Akholi, 

forthcoming manuscript dated November 1, 2026), Part 5, “The Five Manual Alteration Methods” and “Disclosure of 

Manual Alteration,” table 5.8, https://doi.org/10.2139/ssrn.7164559; Hatch, Agentic AI Outsourcing, Part 2, “The 

Shift From Managing People to Managing Agents”; Part 6, “The Executive Action Plan.” 

3 Megha Chawla et al., “Tech Services: Cracking the Code on AI-led Growth,” Bain & Company, September 29, 

2026, “At a Glance” and discussion of commercial models, https://www.bain.com/insights/tech-services-cracking-

the-code-on-ai-led-growth-technology-report-2026/. 
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Figure 1. The value claim evidence sheet 

 
Source: Phil Hatch, proposed framework developed for this paper. 

Make Customer Dependencies Explicit and Fair 

Identify access, data quality, decision timing, scope standardization, and retained expertise 
needed from the buyer. Define how missing prerequisites affect delivery and price. A broad 
customer-dependency exclusion should not make the value claim impossible to disprove. 

EU, UK, Swiss, US, and other local obligations may change the feasible workflow and cost. 
State the relevant operating assumptions and obtain qualified review where needed. A global 
price should not rely on an unverified assumption that all work can move to one location or use 
one control model. 

Agree evidence access, review dates, adjustment rules, and treatment of changed scope. 
Preserve the original baseline alongside later revisions. This allows both firms to understand 
whether a change improved the service or merely changed the comparison. 

Sell the Claim That Survives Buyer Challenge 

A reasonable objection is that explicit uncertainty weakens the bid. It can strengthen credibility 
when paired with a bounded demonstration and clear plan to resolve important assumptions. 
Buyers can fund learning without being asked to treat a forecast as an observed result. 

Before submission, ask an internal reviewer independent of the sales calculation to 
reconstruct the claim from the evidence sheet. Resolve unsupported comparisons, omitted 
work, double-counted benefits, and unclear dependencies. Prepare the explanation a buyer 
CFO or sourcing team will need. 
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The provider should offer a value claim that remains coherent under scrutiny. Commercial 
confidence comes from a delivery method, a complete comparison, and conditions both 
parties can manage. Auditable value is a stronger basis for an agentic relationship than an 
attractive number whose meaning changes during negotiation. 

Evidence and Source Note 

The study is a nonrepresentative cross-section of 850 vendor delivery-team respondents on 
150 engagements serving Tier 1 financial institutions, collected during January–June 2026. 
Neither banks nor vendors corroborated the accounts. It establishes reported experience, not 
causation, legal breach, or market prevalence. Its application here is a mechanism to 
investigate, not an estimate of conditions in other industries. The author-supplied version 1.8.2 
is dated November 1, 2026 and is cited as a forthcoming manuscript consulted October 23, 
2026.4 

This is an analytical decision paper based on the supplied study and selected primary public 
sources checked through October 23, 2026. The original contribution is a provider value-claim 
evidence sheet separating observed delivery, modeled scale, buyer dependencies, and benefit 
capture. The proposed method has not been independently validated. Legal requirements 
depend on the entity, activity, jurisdiction, and effective provisions; supervisory observations, 
research, and professional commentary have distinct authority. 
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Providers should present value claims with a comparable baseline, observed results, explicit extrapolation, customer prerequisites, and complete delivery costs. A buyer should be able to verify the claim without accepting the provider’s automation label as evidence of benefit.

<h2 id="section-1">State the Claim in a Verifiable Form</h2>
<p>The provider’s commercial leader should define the function, period, workload, quality, and benefit the bid promises. Distinguish lower price, reduced buyer effort, faster completion, improved quality, and new capability. These can create value through different mechanisms and should not be combined into an unexplained savings percentage.</p>
<p><a href="https://kpmg.com/us/en/media/news/q3-ai-pulse-2026.html">KPMG</a>’s US survey reports value across productivity, decision speed, experience, and financial performance.<sup id="ref-1"><a href="#note-1" aria-label="Note 1">1</a></sup> It is self-reported research, not proof of a provider’s proposed result. It illustrates why a credible bid should name the specific value mechanism and evidence rather than promise generic AI return.</p>
<p>Choose a unit the buyer can reconcile to its business function. State whether the claim concerns attempted transactions, accepted outcomes, or sustained results after correction. Define the eligible population and exclusions before the pilot so that scope does not shift when performance is measured.</p>
<h2 id="section-2">Separate Observed Results from Forecasts</h2>
<p>The <a href="https://akholi.com/outsourcing-2026-agentic-ai-tier-1-banks/part-5-manual-alteration/">study</a> identifies manual work and process <a href="https://akholi.com/outsourcing-2026-agentic-ai-tier-1-banks/part-2-five-failure-categories/">limitations that can be omitted from a delivery claim.</a><sup id="ref-2"><a href="#note-2" aria-label="Note 2">2</a></sup> It does not quantify supplier overstatement. A provider can address the concern directly by disclosing the human effort, customer work, and dependencies underlying its results.</p>
<p>For a hypothetical pilot, the provider may demonstrate faster handling on a selected case set. Report the selection, operating conditions, staff support, and limitations. A forecast for the full population should identify the assumptions required to transfer that result to different volumes and case complexity.</p>
<p>Do not present released staff hours as cash savings unless the buyer can capture them in that form. They may support capacity, quality, or growth instead. State the capture mechanism and who must act. A valid efficiency observation can still support an overstated financial claim if the benefit category is wrong.</p>
<h2 id="section-3">Use a Value Claim Evidence Sheet</h2>
<p>Figure 1 proposes four sections: baseline, demonstration, extrapolation, and buyer conditions. Include source records, calculation rules, cost inclusions, uncertainty, and the continuation test. Keep the sheet concise enough for commercial review while linking to evidence available for authorized challenge.</p>
<p>Show transition, technology consumption, review, corrections, assurance, and necessary recovery costs. Where a cost is excluded because the buyer retains it, say so. Protect proprietary provider economics while making the customer’s total functional comparison testable.</p>
<p>Bain’s <a href="https://www.bain.com/insights/tech-services-cracking-the-code-on-ai-led-growth-technology-report-2026/">service-provider analysis emphasizes new commercial models and measurable outcomes.</a><sup id="ref-3"><a href="#note-3" aria-label="Note 3">3</a></sup> The proposed evidence sheet is a practical response to that market direction. It helps distinguish a price concession, a delivery improvement, and an expected future benefit before they become contract commitments.</p>
<figure><img loading="lazy" src="https://akholi.com/wp-content/plugins/akholi-papers/assets/085-f1.webp" width="1950" height="868" alt="The value claim evidence sheet. Baseline; Function period quality and full cost; Is the comparison equivalent. Demonstration; Observed cases outcomes and support; What has been shown. Extrapolation; Assumptions uncertainty and scale; What remains a forecast. Conditions; Buyer prerequisites and capture mechanism; How can the benefit be realized. Author’s proposed operating framework. Adapt to the service and applicable jurisdiction; not an empirically validated standard."><figcaption>Figure 1. The value claim evidence sheet<small><a href="https://akholi.com/outsourcing-2026-agentic-ai-tier-1-banks/">Phil Hatch, proposed framework developed for this paper.</a></small></figcaption></figure>
<h2 id="section-4">Make Customer Dependencies Explicit and Fair</h2>
<p>Identify access, data quality, decision timing, scope standardization, and retained expertise needed from the buyer. Define how missing prerequisites affect delivery and price. A broad customer-dependency exclusion should not make the value claim impossible to disprove.</p>
<p>EU, UK, Swiss, US, and other local obligations may change the feasible workflow and cost. State the relevant operating assumptions and obtain qualified review where needed. A global price should not rely on an unverified assumption that all work can move to one location or use one control model.</p>
<p>Agree evidence access, review dates, adjustment rules, and treatment of changed scope. Preserve the original baseline alongside later revisions. This allows both firms to understand whether a change improved the service or merely changed the comparison.</p>
<h2 id="section-5">Sell the Claim That Survives Buyer Challenge</h2>
<p>A reasonable objection is that explicit uncertainty weakens the bid. It can strengthen credibility when paired with a bounded demonstration and clear plan to resolve important assumptions. Buyers can fund learning without being asked to treat a forecast as an observed result.</p>
<p>Before submission, ask an internal reviewer independent of the sales calculation to reconstruct the claim from the evidence sheet. Resolve unsupported comparisons, omitted work, double-counted benefits, and unclear dependencies. Prepare the explanation a buyer CFO or sourcing team will need.</p>
<p>The provider should offer a value claim that remains coherent under scrutiny. Commercial confidence comes from a delivery method, a complete comparison, and conditions both parties can manage. Auditable value is a stronger basis for an agentic relationship than an attractive number whose meaning changes during negotiation.</p>
<h2 id="section-6">Evidence and Source Note</h2>
<p>The study is a nonrepresentative cross-section of 850 vendor delivery-team <a href="https://akholi.com/outsourcing-2026-agentic-ai-tier-1-banks/introduction/">respondents</a> on 150 engagements serving Tier 1 financial institutions, collected during January–June 2026. Neither banks nor vendors corroborated the accounts. It establishes reported experience, not causation, legal breach, or market prevalence. Its application here is a mechanism to investigate, not an estimate of conditions in other industries. The author-supplied version 1.8.2 is dated November 1, 2026 and is cited as a forthcoming manuscript consulted October 23, 2026.<sup id="ref-4"><a href="#note-4" aria-label="Note 4">4</a></sup></p>
<p>This is an analytical decision paper based on the supplied study and selected primary public sources checked through October 23, 2026. The original contribution is a provider value-claim evidence sheet separating observed delivery, modeled scale, buyer dependencies, and benefit capture. The proposed method has not been independently validated. Legal requirements depend on the entity, activity, jurisdiction, and effective provisions; supervisory observations, research, and professional commentary have distinct authority.</p>
<h2 id="notes">Notes</h2><ol class="akp-notes"><li id="note-1">KPMG, “AI’s Value Story Sharpens as Organizations Gain Confidence in Governance, Accountability and Workforce Adoption,” KPMG, September 24, 2026, US survey methodology and reported value and cost review findings, <a href="https://kpmg.com/us/en/media/news/q3-ai-pulse-2026.html">https://kpmg.com/us/en/media/news/q3-ai-pulse-2026.html</a>. <a href="#ref-1" aria-label="Return to note 1">↩</a></li><li id="note-2">Phil Hatch, <i>Agentic AI Outsourcing at Tier 1 Financial Institutions: Full Study Report</i>, version 1.8.2 (Akholi, forthcoming manuscript dated November 1, 2026), Part 5, “The Five Manual Alteration Methods” and “Disclosure of Manual Alteration,” table 5.8, <a href="https://doi.org/10.2139/ssrn.7164559">https://doi.org/10.2139/ssrn.7164559</a>; Hatch, <i>Agentic AI Outsourcing</i>, Part 2, “The Shift From Managing People to Managing Agents”; Part 6, “The Executive Action Plan”. <a href="#ref-2" aria-label="Return to note 2">↩</a></li><li id="note-3">Megha Chawla et al., “Tech Services: Cracking the Code on AI-led Growth,” Bain &amp; Company, September 29, 2026, “At a Glance” and discussion of commercial models, <a href="https://www.bain.com/insights/tech-services-cracking-the-code-on-ai-led-growth-technology-report-2026/">https://www.bain.com/insights/tech-services-cracking-the-code-on-ai-led-growth-technology-report-2026/</a>. <a href="#ref-3" aria-label="Return to note 3">↩</a></li><li id="note-4">Hatch, <i>Agentic AI Outsourcing</i>, Introduction, “Executive Summary” and “Evidentiary Basis and Its Limits”. <a href="#ref-4" aria-label="Return to note 4">↩</a></li></ol>
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