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AI is an enabler, not a replacement.

Client demand is rising fast and firms can shape the conversation.

The real barriers are cultural, not technical.

Value must be reframed beyond efficiency.

Differentiation won’t come from tools.

Where We Left Off
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Last time: WHERE does AI create value? Today: HOW do you price it?

Value Driver What it’s worth to YOUR client

Speed / Time Client gains: earlier launch, faster close

Consistency Reduce (not avoid) error — but challenge this

Strategic Insights Competitive edge from pattern recognition

Risk / Compliance Reduced exposure, regulatory confidence

Assurance QA confidence (PI cover)

Coverage No blind spots, comprehensive review

Value Drivers – Revisited
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1 Boutiques punch up

Access to knowledge that was previously a scale advantage

2 Large firms expand into new territories

Lower-value work becomes profitable at scale
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3 Processes, procedures and products become differentiators

Human capital invested in AI: knowledge-sharing, gathering and creating availability

The Competitive Landscape is Shifting



The (R)Evolution of Pricing

Relax.

The pricing models stay the same.
Fixed fee ·  Capped fee · Success fee
Retainer · Blended rates

Even the hourly rate will stay in the mix.

But sharpen up.

Hours × Rate + Margin = Fee
→ breaks when AI compresses input

The question is no longer
what it costs to produce.
It’s what problem you solve
and what this problem is worth
to the client.

Nothing New, but Everything Different
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Input

Hours worked

Output

The deliverable

Outcome

Client benefit

Most firms’ 
comfort zone

The Value Elevator
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Same Pricing Structures – New Threat
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Same Threat – Different Move
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These can nest inside each other → modular pricing

Products

Clearly defined, no deviations,
maximum certainty

NDA review, compliance check,
standard contract package

Configurator

Boundaries soften, components
combine into a new product

M&A: DD + SPA + regulatory,
each module priced

L1

L2

L3

Decision Tree

No clear boundaries, price
depends on decisions taken

Litigation, disputes:
best / regular / worst case

How to Structure Your Pricing



BD & Relationships

KYC - know your client’s commercial problem(s)

Build Products

Reactive (on demand) + proactive (go to client)

Post-Mortem Analysis

AI can help analyse past matters for pricing accuracy and commercial matter management

Train Differently

Juniors learn from non-billable time; seniors freed for strategy

Jevons Paradox: Efficiency doesn’t just save time; it creates new demand. The pie can grow.

What Do You Do With The Freed-up Time?
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Three Things to Take Home

01 Think in products and production steps.

02 Pricing sophistication must increase.

03 Identify and quantify value drivers.

Be proactive about your AI strategy. Don’t go into defense by letting them ask you.



Understanding that professional and financial services firms are all different, we take an expertly nuanced view, underpinned  by 
decades of experience to be able to work alongside leaders of professional and financial services organisations to bring tran sformational 
change.

Our clients, many of whom have been with us for more than 20 years, trust us to support them on their most complex issues aro und 
business & leadership strategies, senior people capabilities, and strategic decision-making. We are building an independent, 
international, and diverse organisational development and leadership consultancy to help you access, navigate, understand and  apply 
the most relevant leading edge thinking and research to help your business grow.

We offer evidence-based thinking combined with years of hands-on experience and tailor our work and advice to suit each client’s 
needs.

Above all we care deeply about our clients, placing the highest possible value on our relationships with you, balancing warmt h and 
support with curiosity, insight and challenge to get to the heart of the issue so we can help you make a real and lasting imp rovement to 
your business. www.psfi.org
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