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“Quote style 
Leadership teams don’t 
need to micromanage 
pricing. But you do 
need to lead the right 
conversation: Where do 
we have pricing power? 
Where are we exposed? 
How fast can we adapt 
without losing control?”  
Person’s name 
Person’s job title

Sed ut perspiciatis unde 
omnis iste natus error sit 
voluptatem accusantium 
doloremque laudantium. 
Lorem ipsum dolor sit amet, consectetur adipiscing 
elit, sed do eiusmod tempor incididunt ut labore et 
dolore magna aliqua. Ut enim ad minim veniam, quis 
nostrud exercitation ullamco laboris nisi ut aliquip 
ex ea commodo consequat. Duis aute irure dolor in 
reprehenderit in voluptate velit esse cillum dolore 
eu fugiat nulla pariatur. Excepteur sint occaecat 
cupidatat non proident, sunt in culpa qui officia 
deserunt mollit anim id est laborum.

Subhead in this style 
Lorem ipsum dolor sit amet, consectetur adipiscing 
elit, sed do eiusmod tempor incididunt ut labore et 
dolore magna aliqua. Ut enim ad minim veniam, quis 
nostrud exercitation ullamco laboris nisi ut aliquip 
ex ea commodo consequat. Duis aute irure dolor in 
reprehenderit in voluptate velit esse cillum dolore 
eu fugiat nulla pariatur. Excepteur sint occaecat 
cupidatat non proident, sunt in culpa qui officia 
deserunt mollit anim id est laborum.

Lorem ipsum dolor sit amet, consectetur adipiscing 
elit, sed do eiusmod tempor incididunt ut labore et 
eu fugiat nulla pariatur. Excepteur sint occaecat 
cupidatat non proident, sunt in culpa qui officia 
deserunt mollit anim id est laborum.

Foreword
Welcome to issue 4 of The Growth Blueprint.   
 
This edition explores how companies can  
move from AI hype to commercial reality.  
For much of the past two years, the 
conversation around AI has focused on 
capability: what the technology can do  
and how quickly it is evolving. 

Today, the questions are changing. What is  
AI actually worth? Who captures the value  
it creates? And how do organizations turn  
that value into sustainable growth?

In this issue, we explore how AI is reshaping 
value creation, decision-making, trust, and 
customer relationships. Because while the 
technology continues to advance at remarkable 
speed, the companies creating the greatest 
impact are often not those deploying AI  
fastest, but those most effectively translating 
its potential into meaningful outcomes.

Conrad Heider  -  Partner, COO, and Global Co-Head of Elevate
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AI is accelerating delivery and 
automating expertise, forcing 
companies to confront a deeper 
challenge: redefining what clients 
are truly paying for. In a world 
where effort is becoming easier 
to generate, trust, judgement, and 
accountability are emerging as 
the new drivers of competitive 
advantage.

When time  
stops being  
the product
As AI reshapes how businesses 
define value, human judgment 
matters more than ever.
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Research is synthesized instantly. 
Drafts appear in seconds. 

Analysis that previously required 
significant effort can now be 
generated at unprecedented speed.
The impact of AI is often described in terms of efficiency, productivity, 
and automation. But beneath those gains sits a more fundamental 
commercial question.

If effort becomes easier to produce, what exactly are customers  
paying for?

Drop into boardrooms around the world, and you’ll hear variations of  
that question being debated. Software companies are rethinking how  
they price products when features can be replicated more quickly.  
Healthcare innovators are being asked to prove not only clinical 
outcomes, but commercial value. Professional services firms are 
exploring how expertise should be packaged and monetized when 
knowledge becomes more accessible.

The challenge is not that AI eliminates value. It’s that AI is changing  
how value is perceived.

For decades, many organizations have linked commercial success  
to effort, process, or access to expertise. AI is weakening those 
 traditional connections by making information more abundant  
and delivery significantly faster.

The result is a shift in what customers expect to receive in return  
for their investment.

Across industries,  
tasks that once took 
days can now be 
completed in hours. 

“AI can generate 
options, but 
accountability  
still belongs to 
humans.”
Torben Petersen
Partner, Simon-Kucher



Technology has historically  
rewarded efficiency.  AI certainly  
does that. But efficiency alone rarely  
creates durable differentiation because  
it spreads quickly across markets.

The new  
scarcity in the  
AI economy

___

1. AI pricing transformation in professional services, Simon-Kucher, 2026

What becomes scarce instead are the human 
capabilities surrounding the technology. 

Clients still need advisors, partners, and experts  
who can interpret ambiguity, challenge assumptions, 
navigate trade-offs, and stand behind decisions 
when the stakes are high. AI can generate options, but 
accountability still belongs to humans. It can accelerate 
analysis, but it cannot build institutional trust.

That distinction matters commercially.

Recent Simon-Kucher analysis suggests professional 
services firms must stop treating AI purely as an 
operational tool and start redesigning how they 
package, price, and monetize value1. 

Firms succeeding in this transition are moving 
beyond a one-size-fits-all pricing structure toward 
more flexible commercial models tied to outcomes, 
subscriptions, transactions, or measurable impact.

This new reality is prompting 
organizations to rethink how  
services are structured.

Some are already beginning to 
separate more standardized work 
from premium advisory capabilities.  
Routine analysis can be automated 
and embedded within subscription- 
style services. Strategic interpretation 
and decision support may command 
higher premiums as information 
becomes abundant and human 
judgment grows more valuable.

In many ways, AI is reinforcing 
something clients have long valued: 
they were never simply paying  
for activity.

They were paying for progress.

https://www.simon-kucher.com/en/insights/rise-aiml-enabled-diagnostics-are-payers-catching
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The challenge for leadership teams 
is that most organizations were not 
built to commercialize value this way.
Professional services firms, in particular, have long measured 
performance through utilization rates, project hours, and  
staffing leverage. AI is changing the economics of all three.  
Faster delivery improves client outcomes while also challenging 
traditional revenue mechanics.

That is driving leaders to confront difficult questions: 

How should AI-enabled services be priced, including the  
role of subscriptions, retainers, or outcome-based models?  
Which offerings deserve premium positioning? What should  
remain bespoke versus productized? How do firms defend  
pricing when delivery time shrinks dramatically? 

The answers vary by industry and client context, but one  
principle is becoming increasingly clear: organizations need  
greater pricing flexibility.

The firms adapting most effectively are building portfolios  
of pricing models rather than relying on a single approach.  
Some are introducing subscription-based advisory services.  
Others are experimenting with transaction-based pricing,  
tiered service packages, or output-linked fees.

The goal is not to replace human expertise. 

It’s to monetize it differently.

From selling effort 
to selling outcomes



Why the human 
layer still wins

The paradox of the AI economy is 
that technology may ultimately 
increase the value of deeply  
human capabilities.

As AI lowers the cost of producing information, 
leadership, trust, and judgment become more 
commercially significant. Clients still want people 
who understand context, communicate clearly 
under pressure, and make decisions others are 
willing to follow.

That reality also changes the internal demands  
of organizations.

Success requires more than deploying AI tools 
across the enterprise. Firms need stronger pricing 
governance, clearer commercial decision-making, 
and better enablement for partners and client 
leaders. Many organizations are now investing in 
pricing playbooks, negotiation training, and pilot 
programs designed to test new AI-enabled offers 
before scaling them broadly.

This is not just a technology transformation. 
It’s a commercial transformation.

The winners in the AI economy will not 
necessarily be the firms with the most 
advanced AI tools.  They will be the ones 
that understand how to combine machine 
efficiency with human credibility, and how 
to capture value around both.

Because when time stops being  
the product, trust becomes the 
business model.

The paradox of the 
AI economy is that 
technology may 
ultimately increase 
the value of deeply 
human capabilities.
Torben Petersen
Partner, Simon-Kucher



SI
M

O
N

-K
UC

H
ER

   |
   T

H
E 

G
RO

W
TH

 B
LU

EP
RI

N
T

___ 
12

An
 in

-d
ep

th
 in

te
rv

ie
w

 w
ith

 o
ur

 p
ar

tn
er

s



Q&A: When AI 
stops listening
An in-depth interview with  
our partners, Conrad Heider  
& Patricia Faur 
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The conversation around AI is ever-evolving. 
For years the narrative has focused on 
processes and capabilities but today the 
questions are changing.

Many organizations have  
moved beyond experimentation 
and pilot programs. The challenge 
is no longer access to AI but rather  
how to translate its potential  
into measurable business value.  
As the technology becomes more 
accessible, competitive advantage 
is increasingly determined by 
how effectively it is adopted, 
embedded, and scaled.
 
In this conversation, Conrad 
Heider, Partner, COO, and Global 
Co-Head of Elevate, sits down with 
Patricia Faur, Partner and Global 
Head of Elevate Lab, to discuss 
why some organizations are 
creating meaningful value from 
AI while others are struggling to 
move beyond the hype.
 



Together, they explore the role 
of adoption, organizational 
learning, leadership, and human 
judgment in the next phase  
of AI transformation. And their 
central message is simple:  
the organizations creating the 
greatest impact may not be 
those with the most advanced 
technology, but those best able  
to turn capability into outcomes.
 
Watch the full video here for  
more insights.  

https://growthblueprint.simon-
kucher.com/issue-04/hype-value
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From 
breakthrough 
to billable
Why breakthrough AI 
diagnostics don’t guarantee 
reimbursement. Or adoption.

Medical technology is 
becoming more advanced, 
but reimbursement pathways 
are still catching up. In AI 
diagnostics, commercial success 
depends not only on proving 
clinical value, but also on proving 
value to the people who decide 
what gets paid for.



SI
M

O
N

-K
UC

H
ER

   |
   T

H
E 

G
RO

W
TH

 B
LU

EP
RI

N
T

___ 
18

Fr
om

 b
re

ak
th

ro
ug

h 
to

 b
illa

bl
e

___

1. AI in diagnostics: Innovation, reimbursement & adoption, Simon-Kucher, 2025

More than 1,000 AI/ML-enabled medical devices have now received FDA 
clearance, with applications spanning radiology, oncology, cardiology, 
neurology, and beyond1. Across healthcare, AI is helping clinicians 
diagnose faster, reduce errors, and identify diseases earlier.

The momentum behind this technology is hard to ignore. Regulators have 
embraced it, clinicians are incorporating it into practice, and investors 
continue to back its potential.

Yet healthcare also illustrates a broader challenge emerging across  
the AI economy. Innovation is advancing faster than many commercial 
systems can adapt. New capabilities are reaching the market at 
unprecedented speed, but commercial success still depends on a  
familiar question:

Who benefits from the innovation, and who is willing to pay for it? 

In AI diagnostics, one critical stakeholder remains unconvinced: the payer.

Despite growing evidence of clinical value, many AI-enabled diagnostic 
tools still lack broad national reimbursement. In most markets, there  
is no clear consensus on what these technologies are worth, how that  
value should be measured, or who should ultimately pay for them.

As a result, the most pressing commercial question in AI diagnostics 
today has less to do with accuracy and more to do with ownership, 
reimbursement, and value.

Consider what it now takes to detect 
early-stage lung cancer: a CT scan 
and, increasingly, an algorithm that 
can flag suspicious findings before  
the radiologist has even reviewed  
the images.

This is no longer a niche use case.

https://www.simon-kucher.com/en/insights/rise-aiml-enabled-diagnostics-are-payers-catching


Payers are 
not anti-AI. 
They are anti-
uncertainty
It would be easy to interpret payer 
hesitancy as resistance to innovation. 
In reality, the issue is less about the 
technology itself and more about the 
questions that remain unanswered. 

Most AI diagnostic tools reach the market before 
long-term outcomes data is available. 

Companies are incentivized to move quickly and 
generate evidence over time. Payers operate 
differently. Before committing to coverage, they 
typically require robust evidence demonstrating 
both clinical efficacy and cost-effectiveness at 
scale. The gap between those timelines is where 
reimbursement decisions often stall. 

Assessment frameworks are still catching up as well. 

Health Technology Assessment bodies across many 
markets continue to refine how AI-enabled tools should 
be evaluated. While initiatives such as the EU AI Act 
and national digital health assessment programs 
represent progress, the playbook is still evolving.

Clinical recognition creates another hurdle. 

Payers are far more likely to reimburse AI-based 
medical devices when they are incorporated into 
clinical guidelines and recognized as part of the 
standard of care. Without that endorsement, 
even a well-evidenced tool can struggle to achieve 
meaningful uptake.

“Evidence is 
necessary, but it 
is rarely sufficient. 
What happens 
next is ultimately 
a commercial 
decision”. 
Jan Bordon 
Partner, Simon-Kucher
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Evidence is not the  
same as adoption

NICE in the UK recommends AI technologies for 
fracture detection in urgent care, while Germany’s 
national lung cancer screening program requires  
the use of CE-marked AI diagnostic software.

Neither development was a passive reward for  
scientific progress. Both required sustained 
advocacy and a clear articulation of value to  
the people responsible  for shaping policy and 
clinical practice.

Value does not speak for itself. It must be translated 
into terms decision makers can understand, 
evaluate, and support. 
 
Evidence may open the door, but what happens  
next is ultimately a commercial decision.

This is where many AI diagnostic companies 
quietly go wrong. Reimbursement is often treated 
as a clinical challenge: generate enough evidence, 
demonstrate sufficient accuracy, and coverage  
will follow. 
 
In practice, it rarely works that way.

Evidence is necessary, but it is rarely sufficient.

The organizations that have successfully broken 
through have done more than accumulate data. 
The introduction of a permanent CPT code for AI-
based diabetic retinopathy screening in the US, the 
national reimbursement for an AI brain MRI tool in 
South Korea, and HeartFlow's inclusion in the NHS 
MedTech Funding Mandate were not simply the 
natural outcome of strong science.

They were commercial and market-access 
achievements, built on compelling evidence but also 
on strategic engagement with policymakers, payers, 
and other decision-makers.

The same principle applies to clinical 
guideline inclusion. 



“The most pressing commercial   
  question in AI diagnostics today  
  has less to do with accuracy  
  and more to do with ownership,  
  reimbursement, and value.”
    Jan Bordon 
    Partner

Funding as a  
commercial bridge
National reimbursement is  
not the only route to market. 
Healthcare providers can often 
be persuaded to invest in AI-
enabled diagnostic tools directly, 
even without a dedicated 
reimbursement code.
The value proposition is typically operational rather 
than reimbursement driven. AI can streamline 
diagnostic workflows, improve resource allocation, 
reduce clinician workload, and support service 
differentiation.

Some companies are also beginning to experiment 
with patient co-pay models for AI-assisted 
screening and diagnostic services.

These approaches can be effective, particularly in 
the early stages of market development. 

However, they are best viewed as a bridge rather 
than a destination.

Without a path to broader reimbursement, 
companies risk becoming trapped in a commercial 
model that generates revenue but fails to build the 
evidence base, policy support, and stakeholder 
alignment needed for sustainable national coverage.

The real test

Payers are likely to come around. 
The momentum behind AI-enabled 
diagnostics is real; policy signals 
are increasingly supportive, and 
early reimbursement successes 
are beginning to establish a 
roadmap for the wider market. 
 
But the companies that succeed in turning 
breakthrough diagnostics into reimbursed, scalable 
solutions will not get there on clinical merit alone.
 
They will be the ones that understand early what their 
technology is worth, who captures the value it creates, 
and how to articulate that value in terms that payers, 
policymakers, and healthcare systems can act on.

Over time, payer skepticism can be overcome 
with stronger evidence, clearer outcomes, and a 
compelling commercial case. 

The challenge is that none of those things  
happen automatically.

For many AI diagnostics companies, the harder 
challenge is no longer building the algorithm. It is 
proving value in a way healthcare systems can trust, 
adopt, and sustain.

In that sense, AI diagnostics are not unique.  
They are simply one of the clearest examples of  
a broader reality emerging across industries.

Innovation creates potential. Value is only  
realized when others recognize it.
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The illusion  
of precision
Why more data alone  
does not make AI pricing 
decisions easier.

AI has given organizations 
unprecedented visibility into 
customer behavior and  
product usage. Yet greater 
visibility does not answer the 
fundamental pricing question: 
what should customers  
actually pay for?
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AI has dramatically improved visibility into how products are used, what 
outcomes they influence, and how customers engage. What it has not 
done is answer the more fundamental question: what exactly should 
customers pay for?

Nowhere is that question more visible than in the pricing of AI. 

AI agents are reaching the market faster than companies have fully 
worked out how to commercialize them. The category remains young, 
and many organizations are still experimenting with how value should  
be priced, packaged, and communicated.

Imagine a software CEO 18 months from now reviewing the performance 
of a newly launched AI agent. Adoption is growing. Usage is measurable. 
The cost to serve through token speed is real. Customer outcomes are 
increasingly visible.

Yet the commercial question remains unresolved: should value be 
captured through seats, usage, outputs, outcomes, or some combination 
of all four? The leadership team is not short on options. The challenge 
is deciding which model best reflects the value customers actually 
recognize and are willing to pay for.

Organizations today have access 
to more data, more signals, more 
customer insights, and more 
analytical power than ever before. 
Yet many leaders are discovering 
that greater visibility creates new 
commercial challenges. 



___ 
 
1. How to choose the right pricing model for AI agents , Simon-Kucher, 2026

Definition before 
measurement
Pricing AI agents is not primarily a measurement problem. 
The harder question is not what can be measured. 
It is what should be monetized. Before organizations 
decide how to track usage, outputs, resources required, 
or outcomes, they must decide which form of value 
customers perceive and reward.

What truly reflects value in a way customers recognize?  
 
What supports adoption rather than slowing it?  
 
What protects margin as compute costs fluctuate? 
 
These are questions about value. The analytics can help 
answer them, but they cannot replace them. 

In many ways, AI is exposing assumptions that have 
existed in software pricing for years. Models that worked 
well when software was sold by the seat may not 
translate as easily when software begins performing 
work on behalf of the user. The metrics have become 
more sophisticated. Commercial thinking is still evolving 
alongside them. 

More visibility, 
harder choices 
This is one of the defining pricing 
questions emerging around  
AI agents. Organizations now  
have unprecedented visibility  
into how customers use AI.  
The harder task is deciding how  
that value  should be captured  
in a pricing model.

AI agents do not fit neatly into traditional 
commercial categories. At times they behave  
like software. At others they look more like services. 
Increasingly, they function somewhere in between, 
contributing directly to business outcomes while 
remaining embedded within broader workflows.

Traditional SaaS pricing models, built around  
user access and feature tiers, were never  
designed with these dynamics in mind.

Buyers feel the mismatch too. In recent market 
research, 86% of enterprise software buyers  
said they prefer usage- or outcome-based  
pricing over traditional seat-based structures  
when evaluating AI solutions.1 

The appetite for new approaches is clear.  
What remains less clear is whether a single  
pricing model will emerge as the standard.  
Every additional pricing dimension that AI  
makes measurable creates another decision  
leaders must evaluate and explain. 

86%
of enterprise software buyers said they 
prefer usage- or outcome-based pricing 
over traditional seat-based structures when 
evaluating AI solutions.

https://www.simon-kucher.com/en/insights/lidl-morning-armani-evening-new-consumer-reality
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Three questions  
before the model 

The first is autonomy.
How independently does the agent operate? The greater the 
agent’s autonomy, the more likely customers are to perceive 
value in outcomes delivered rather than access provided.

The second is attribution.
How defensible is attribution? Outcome-based pricing is 
attractive because it aligns payment with results, but it only 
works when both buyer and seller can confidently agree on 
what drove the outcome.

The third is specialization. 
How specialized is the use case? Specialized agents often 
command premium pricing because their value is tied to 
domain expertise, accuracy, or measurable business impact.

Together, these answers provide a 
practical decision filter for pricing design. 
They help determine which pricing 
structure best aligns value creation  
with value capture.

1
2
3

Before selecting a pricing metric, 
leadership teams should answer 
three strategic questions.  
The answers determine whether a 
pricing model should lean toward 
access, usage, outputs, outcomes,  
or a combination of approaches.



Why hybrid models  
are gaining traction

Simon-Kucher’s recent Global Software Study found 
that 45% of companies plan to use two or more 
pricing metrics for their AI offerings². At first glance, 
this can look like uncertainty. It may also reflect 
the reality that AI creates value in multiple ways 
simultaneously. 

A platform fee paired with usage credits. Or a user fee 
combined with output fees. Or a base subscription 
supported by performance incentives. 

These structures look like compromises only when 
measured against the elegance of a single metric. 
In practice, they are the most honest way to price 
something whose value is partly predictable, partly 
contingent, and partly outcome driven.

Hybrid pricing is not a substitute for strategy.  
Done well, it reflects how value is created and captured. 
Done poorly, it simply transfers uncertainty from the 
seller to the buyer. The goal is not to combine metrics 
for the sake of flexibility, but to create a pricing 
structure whose logic customers can understand 
and whose economics the provider can sustain.

Customers are often willing to accept complexity 
when the underlying logic feels coherent and aligned 
with value. 

The challenge is not avoiding 
complexity. It is making complexity 
understandable and creating space 
to evolve in step with the technology. 

The decision the  
data cannot make 
What’s next? For the CEO evaluating an AI agent’s 
commercial performance 18 months from now, the 
challenge is not a lack of information. What is missing 
is the prior step: a clear answer to what the agent is 
worth, who receives that value, and how that value 
should be reflected in the commercial model. 

AI will continue to improve the visibility companies 
have into usage, performance, and outcomes.  
But pricing decisions will still require judgment.  

The winners will not be the companies with the 
most data; they will be the ones that can define 
value clearly, translate it into a commercial model 
customers understand, and evolve that model as  
the technology matures.

___ 
 
2. Resolving the software market paradox of 2025, Simon-Kucher, 2025 

“The right pricing 
model for an AI 
agent isn’t a fixed 
decision. It’s the 
model that fits 
where the agent 
is today, with 
the discipline to 
change when the 
agent changes.”
Abde Tambawala
Partner, Simon-Kucher
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For decades, companies 
competed for customer 
attention. Increasingly, they  
may need to compete for 
something else: algorithmic 
preference. 

As AI agents begin helping 
consumers compare, evaluate, 
and purchase products, 
organizations are being  
forced to rethink how value  
is communicated, differentiated, 
and discovered.

The new rules 
of discovery
What happens when algorithms 
become customers?
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For most of modern commerce,  
the path to purchase has followed  
a familiar pattern: A customer  
researches options. Compares products. 
Evaluates prices. Reads reviews. 
Then makes a decision.	

The companies that succeeded were often the 
ones that understood how to influence that journey. 
They invested in branding, marketing, customer 
experience, and sales to help customers recognize  
value and choose their offer over competing 
alternatives.

AI may be about to change that dynamic.

Imagine a consumer looking for insurance, booking 
a holiday, selecting a mortgage, or choosing a 
healthcare provider. Instead of visiting multiple 
websites, comparing offers, and weighing options 
manually, they ask an AI assistant to do it for them.

The assistant reviews the market.

It compares products.

It filters options.

It recommends a shortlist.

The customer may still make the final decision.  
But increasingly, they are making that decision from 
a set of options already selected by an algorithm.

The customer remains the buyer. The AI becomes 
the gatekeeper.



The new 
competition  
for attention
This shift has implications that 
reach far beyond technology.
Many organizations have spent years optimizing 
customer journeys for human behavior.  

Websites are designed for browsing.  
Marketing is designed for persuasion.  
Product information is structured around  
how people evaluate choices.

AI agents interact differently: they prioritize  
clarity over creativity, consistency over persuasion,  
structured information over marketing language.

The result is that some traditional 
signals of value may become less 
influential, while others become 
more important. 
In markets where products are increasingly 
similar, visibility alone may no longer be enough. 
Organizations may need to think not only about  
how customers perceive value, but also about  
how AI systems interpret it. “The customer

  remains the buyer.
  The AI becomes 
  the gatekeeper. 
	 Michael Nadel
	 Partner, Simon-Kucher
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At first glance, this sounds like a 
technology challenge. In reality, it 
may be a trust challenge.

AI systems are often designed to reduce uncertainty. 
They look for signals that help determine which 
products, providers, or recommendations appear  
most credible:

• Brand reputation.  
• Customer outcomes.  
• Independent reviews.  
• Performance history.  
• Consistency of delivery.

These are not new concepts. But they may become 
more important as AI systems increasingly help 
customers navigate complexity. And this creates  
an interesting paradox.

The same technology that makes information more 
abundant may also increase the value of trust.

When customers are faced with thousands of 
options, trusted brands help simplify decisions. 
When AI agents face the same challenge, many  
of those trust signals remain equally relevant.

The mechanism changes. The importance of 
credibility does not.

Trust becomes 
a competitive 
advantage 

“Organizations 
may need to think 
not only about 
how customers 
perceive value,  
but also about 
how AI systems 
interpret it.”
Michael Nadel
Partner, Simon-Kucher



Organizations have traditionally 
communicated value through 
advertising, sales conversations, 
product positioning, and customer 
relationships. AI introduces a  
different requirement. Value must  
also become easier to interpret.

The challenge is not simply providing more information. 
It is providing information that clearly demonstrates 
outcomes, differentiation, and relevance.

Consider personal insurance. Historically, consumers 
may have selected a provider based on familiarity, 
advertising, or a recommendation from a friend.  
An AI agent is more likely to evaluate coverage, claims 
performance, customer satisfaction, service quality, 
and price simultaneously1.

The winning offer may not be the cheapest. 
 
It may be the one whose value is easiest  
to understand.

This is where many organizations may find  
themselves unprepared. They know what makes 
them different. They are less certain whether that 
difference can be clearly recognized by either 
customers or algorithms.

Value must 
become easier  
to interpret

The next frontier of 
commercial strategy
The organizations creating value from AI will not 
necessarily be those building the most advanced 
models. Many may simply be the ones that 
understand how buying behavior  
is changing.

Throughout history, successful businesses have 
adapted whenever new intermediaries emerged 
between themselves and their customers.

Search engines changed discovery. 
Marketplaces changed distribution.  
Social media changed influence. 

AI agents may become the  
next major intermediary.
If they do, companies will need to rethink  
how products are presented, how value is 
communicated, and how trust is earned.

The customer remains at the center of   
the decision. But the journey is changing.  
And increasingly, the first audience may  
not be the customer at all. It may be the  
algorithm helping them choose.
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Have you read our  
latest issue?  

Across our latest editions, 
we explore the true drivers of 
sustainable growth. We cover 
topics from turning change 
into opportunity and building 
innovations that last, to harnessing 
the commercial power of empathy. 
Together, these perspectives reveal 
how organizations can navigate 
disruption, create lasting value,  
and stay closer to customers in  
an increasingly complex world. 
 
Find out more...
growthblueprint.simon-kucher.com 

https://growthblueprint.simon-kucher.com/
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