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Outcome-Based Al Consulting:
Beyond the Pilot

The engagement model that ties every fee to a documented, auditable financial return
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EXECUTIVE SUMMARY

The Al consulting market reached $11-14 billion in 2025/26 and is projected to reach $91-117 billion by 2035. Yet
despite near-universal Al adoption, with 88% of organizations using Al in at least one function, only 6% qualify as
genuine Al high performers generating meaningful financial returns.

pricing mechanism. It is a statement about what consulting is for.
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