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1. The ROI of contracting excellence, World Commerce and Contracting, July 2023.

Mitigate value erosion

Agentic Architecture allows organizations to:

Identify risks and 
opportunities

Unlock new revenue streams

The Nobel Prize committee for Economics was right 
when it noted: “Modern economies are held together by 
innumerable contracts.” A similar statement can be made 
about corporations and government agencies – these 
entities function through an intricate web of agreements.  
Yet, despite their fundamental role, contracts frequently fail 
to fulfill their intended purpose, whether as mechanisms for 
governance and control or as drivers of economic value. 
Their inherent complexity, both in structure and content, 
often renders them impractical for day-to-day business 
use, whether at the individual contract level or across an 
organization’s broader contract portfolio. Today, also, their 
lack of flexibility often makes them ill-suited to the volatility 
of geopolitics and international trade. 

Organizations lose an average 8.6% of their contract  
value through inefficiencies, disagreements, and risks that 
are poorly defined and managed.1 This startling statistic  
underscores the opportunity which comes from a 
transformation of contract management – a shift from 

transactional oversight into a strategic discipline that  
aligns directly with commercial goals. We know that all 
business and trading relationships rely on contracts,  
but organizations have struggled to balance their  
potential as instruments of control and instruments of value. 
Until today, that shift has proved elusive. 

Now, by embracing AI-enabled approaches, particularly 
the innovative Agentic Architecture framework, businesses 
can mitigate value erosion, proactively identify risks and 
opportunities, and unlock new revenue streams.

Two related reports about AI
This AI: a strategic revolution in contracting 
report explores how Agentic AI is transforming 
both the execution and perception of contract 
management. 

Our other report in the series, AI and the CML, 
outlines a compelling vision for the future and 
the impact of AI on the role and value of contract 
management.

https://www.worldcc.com/Resources/Content-Hub/details/The-ROI-of-contracting-excellence
https://info.worldcc.com/ai-and-the-contract-management-lifecycle
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Agentic Architecture

Agentic Architecture represents a profound shift in how 
contracts are managed and leveraged. Traditional contract 
management systems are built to a specific functionality, 
with a focus on compliance and efficiency. In contrast, the 
agentic framework is a powerful and versatile technology 
which orchestrates task-specific agents to create multiple 
permutations. Agentic AI can be used to enable the 
simplification and acceleration of most existing processes, 
providing a much-enhanced user experience, incredible 
portfolio insights, accelerated and automated contracting 
and more. 

Much has been discussed in recent months about AI and GenAI, but an emerging 
unifying theme on the productive deployment of AI is that of Agentic Architecture.  
Agentic architecture refers to the design and structure of AI systems that exhibit 
autonomy, decision-making, and goal-oriented behavior. It defines how AI agents 
perceive their environment, plan actions, execute decisions, and learn from feedback.
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Core capabilities of Agentic AI

•	 AI agents analyze entire contract portfolios, extracting 
insights on trends, interdependencies, and performance. 
This level of visibility enables organizations to revise 
commercial policies based on actual outcomes, ensuring 
alignment of policies and practices with strategic 
objectives.

•	 Agentic AI generates real-time alerts, highlighting 
contracts that face emerging risks (e.g. non-compliance, 
market shifts) and opportunities (e.g. price adjustments, 
renegotiation potential).

•	 AI tools predict contract outcomes by analyzing  
variables such as economic shifts, supply chain 
dependencies, and customer behavior. These insights 
allow businesses to make data-driven decisions.

These strategic advances can be made whilst also reducing 
the overall administrative burden of much of the existing and 
foundational contracting and contract management activities 
and enabling automation of several downstream processes, 
freeing up time and resource to invest in your business.

AI enables reliable deliverables and obligation extraction  
(into delivery systems or downstream procurement) which 
offers significant benefit in streamlining across client delivery 
and supply chains. For example, one issue observed 
was the significant manual effort involved in transferring 
specifications and obligations from public procurement 
infrastructure contracts into subcontractor contracts.

Continued over
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With Agentic AI, contract management becomes a critical 
source of business intelligence and is elevated to a strategic 
discipline that directly influences business outcomes.  
Three major factors enable this change:

1. Alignment with commercial goals 
At their heart, the core purpose of contracts is to deliver  
an economic benefit. By linking the insights generated by  
AI to overarching business objectives, organizations can 
ensure that their contracts and associated practices actively 
drive profitability and market competitiveness.

Bees only produce honey collectively. Similarly, 
Agentic AI can tackle complex tasks beyond the 
capabilities of single agents. 

Agents can be used to provide seamless 
interconnection and orchestration across multiple 
legacy systems, whereas previously there may have 
been a landscape of separate logins, manual or clunky 
data transfer and no ability to automate end to end 
portfolio reporting across the enterprise stack.

From compliance to strategy: the role of Agentic AI
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Agentic Architecture (continued)

2. Portfolio-level analysis 
Instead of managing contracts in isolation, AI enables 
businesses to evaluate collective impacts and 
interdependencies within and across the portfolio, optimizing 
terms and identifying systemic improvements and risks.

3. Continuous value creation 
Proactive insights into risks and opportunities not only 
mitigate against value erosion, but also generate revenue 
and cost-saving opportunities, placing contract management 
at the core of organizational resilience and agility.
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AI’s impact on the contract lifecycle

This data-driven approach ensures contracts are designed 
to maximize value from inception. During the post-award 
phase, continuous monitoring ensures compliance, tracks 
performance against KPIs, and alerts managers to potential 
penalties or renegotiation opportunities.

With AI as a foundation, the contract management role 
shifts from a focus on compliance and is repositioned to 
deliver strategic value through high-performing trading 
relationships. 

Equipped with AI-generated insights, contract managers  
can ensure that key decisions on pricing models, risk-
sharing mechanisms, and performance incentives are 
aligned with business goals and objectives, shaping 
the commercial model alongside the technical solution. 
Through the consolidation and analysis of data, contract 
management informs the development of commercial 
policies and practices that reduce value erosion and support 
competitive positioning.

AI redefines each stage of the contract 
lifecycle, tackling the fragmentation 
of roles and systems that underlies 
today’s process complexity. In the 
pre-award phase, AI is able to identify 
optimal terms and models based on 
historical performance and business 
requirements and objectives.  

How Agentic AI improves outputs and 
unlocks value from contracts

AI actions

Inputs

Outputs

Proactive risk
mitigations

Revenue
opportunities

Process
automation

Policy
adjustments 

Extraction
Data insights, obligations 

and interdependencies

Analysis
Risk prediction, benchmarking

and opportunity detection

Alert generation
Real-time noti�cations for 

risks and opportunities

Optimized 
terms

Contract
data

Market
trends

Performance
metrics

External
risks
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AI will supplement, enhance, and in some cases, replace human intervention.  
Contracts are not all equal: some are highly standardized and should be fully system-enabled, 
while others require individual judgment and continued oversight. Realising the benefits of  
AI depends upon thoughtful segmentation of the organization’s contract portfolio.

Illustrating the transformation

Automatic contract 
generation, clause selection, 
compliance checks.

Humans lead all aspects of 
contract management; AI is 
used for reporting and decision 
support.

Fully AI-
enabled

Human
-led

Middle
ground

AI drafts contracts, suggests 
edits, and �ags risks. 
Humans review and approve.

Lowest complexity 
standard forms with little 
or no negotiation.

Mid-complexity, long-term 
supplier agreements, requiring 
innovation and on-going 
cooperation.

Higher complexity, high-stakes 
contracts (e.g., capital projects, 
large scale outsourcing, 
mergers).

Highest complexity, bespoke 
contracts or situations with 
signi�cant ambiguity.

Lower complexity contracts 
with de�ned terms but 
occasional customization.

Fully 
AI-enabled 
process

AI-supported 
drafting and 
review

Balanced 
collaboration

Human-led 
negotiation 
with AI analytics

High human 
interaction with 
AI as support tool

Scenario 5Scenario 4Scenario 3Scenario 2Scenario 1

Tasks 

Type of contract

AI provides data insights and 
predictive analysis. Humans 
handle live negotiations and 
subjective decisions.

AI analyzes contract trends and 
monitors compliance. Humans 
provide insights for strategic 
adjustments and relationship 
management.

Collaborative AI and 
human interaction

With AI
assistance

Minimal human
interaction
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AI takes us beyond the benefits of increased efficiency and greater levels 
of compliance. We can anticipate it creating new sources of value such as 
prompting opportunities for renegotiation, improved pricing models, and 
more consistent application of cost-saving innovations. 

2. The 10 pitfalls of contract management, World Commerce and Contracting, 2014 onwards.

Strategic value in action

We have also highlighted how it will better inform business 
strategy by drawing insights from contract portfolios. 
However, these benefits will inevitably be seen as somewhat 
speculative and hard to quantify. The area that is easiest to 
observe and measure is reduced value erosion, achieved 
through proactive analysis, monitoring and scenario 
modeling.

Value erosion and the 10 Pitfalls of Contracting
Contracts often fail to deliver their intended value due  
to systemic inefficiencies and risks. WorldCC’s 10 Pitfalls  
of Contracting provides a comprehensive framework  
for understanding the root causes of value erosion.2  
By connecting these pitfalls to the average 8.6% value 
erosion, we can highlight actionable solutions enabled  
by AI-driven contract management.

The 10 Pitfalls contribute to the 8.6% value erosion

erosionValue

9. Missed 
opportunities for 
innovation

3. Lack of governance

10. Failure to 
measure value

7. Overcomplexity

8. Inconsistent 
standards

2. Inadequate risk 
management

8.6%

1. Unclear scope 
and goals

4. Poor negotiation 
practices

6. Inadequate supplier 
relationships

5. Failure to 
manage change

See next two pages for details of the 
10 Pitfalls’ impacts, their contributions to 
value erosion and potential AI solutions.
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https://www.worldcc.com/Resources/Content-Hub/View/ArticleID/4003
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1. Unclear scope and goals

•	 Impact: Ambiguities in contract 
objectives lead to misaligned 
expectations, scope creep,  
and disputes.

•	 How it erodes value: Over 
30% of project delays and cost 
overruns are tied to unclear or 
poorly defined scopes.

•	 AI solution: Natural language 
processing (NLP) tools clarify 
ambiguities by standardizing 
language and flagging 
inconsistencies during drafting.

2. Inadequate risk management

•	 Impact: Failing to identify 
and mitigate risks through 
appropriate risk allocation and 
effective risk management 
mechanisms results in avoidable 
cost uplifts and a lack of 
transparency. This contributes  
to non-compliance, penalties, 
and performance issues.

•	 How it erodes value: Risks  
that are poorly defined and 
managed account for significant 
financial losses across 
portfolios, often representing 
more than 10% of contract 
value.

•	 AI solution: Predictive 
analytics proactively identifies 
and prioritizes risks, enabling 
mitigation plans that reduce 
likelihood and support action 
before issues escalate.

The 10 Pitfalls of Contracting

3. Lack of governance

•	 Impact: Weak governance 
structures cause delays in 
approvals, missed obligations, 
and poor performance 
monitoring.

•	 How it erodes value: 
Governance issues are a  
major contributor to cost 
overruns: an illustration of  
this is the fact that on average  
11% of contracts experience 
one or more disputes.

•	 AI solution: Automated 
workflows and real-time 
dashboards improve  
governance by tracking 
obligations and providing timely 
updates.

4. Poor negotiation practices

•	 Impact: Over-emphasis on 
price or rigid terms leads to 
suboptimal agreements that fail 
to account for long-term goals 
and damage relationships.

•	 How it erodes value: Contracts 
often miss opportunities for 
innovation or mutually  
beneficial terms.

•	 AI solution: AI-supported 
scenario modeling helps 
negotiators balance short-term 
cost savings with long-term 
value creation.

5. Failure to manage change

•	 Impact: Organizations 
frequently underestimate the 
cost and impact of contract 
changes, resulting in disputes 
and additional costs.

•	 How it erodes value: It’s not 
unusual for change-related 
issues to erode 10-20% 
of contract value and add 
substantially to budgeted costs.

•	 AI solution: AI tools monitor 
change requests, analyze their 
impact, and propose revised 
terms in real-time.

     Continued next page
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The 10 Pitfalls of Contracting (continued)

Portfolio-wide analysis 
Gives insight to trends and 
interdependencies across  
contracts to help identify the 
frequency and source of risks  
and opportunities.

Proactive alerts 
Offer real-time notifications  
that prevent issues such  
as missed milestones or  
persistent under-performance.

Dynamic evaluation   
Supports optimization of  
terms, suggesting adjustments  
to maximize value.

Scenario modelling   
Provides predictive 
capabilities which enable 
organizations to evaluate  
the long-term impact of 
contract decisions.

6. Inadequate supplier 
relationships

•	 Impact: Poor supplier 
selection and weak relationship 
management lead to 
inefficiencies, performance 
shortfalls and missed 
opportunities.

•	 How it erodes value: 
Disruptions in supplier 
relationships account for 
significant downstream delays 
and costs for both parties.

•	 AI solution: AI-driven insights 
foster stronger partnerships  
by improving selection 
processes, tracking supplier 
performance and identifying 
areas for improvement.

7. Overcomplexity

•	 Impact: Unnecessarily complex 
contracts deter compliance  
and make contract management 
cumbersome.

•	 How it erodes value: 
Complexity increases 
management costs and delays 
performance reviews, increasing 
time to contract by as much  
as 60%.

•	 AI solution: AI simplifies 
contracts through clause 
optimization and ensures 
compliance with streamlined 
workflows.

8. Inconsistent standards

•	 Impact: Varied contract 
terms across portfolios 
lead to inefficiencies, legal 
and performance risks, and 
difficulties in enforcement.

•	 How it erodes value: Lack 
of standardization affects 
operational consistency and 
legal enforceability.

•	 AI solution: AI standardizes 
clauses and terms, ensuring 
consistency across the  
portfolio and reducing risks.

9. Missed opportunities for 
innovation

•	 Impact: Contracts often fail  
to embed incentives for 
innovation or adaptability, 
limiting potential value  
creation.

•	 How it erodes value: 
Opportunities for performance-
based rewards or cost-sharing 
models are often overlooked.

•	 AI solution: AI highlights 
clauses that could incorporate 
incentives for innovation and 
continuous improvement.

10. Failure to measure value

•	 Impact: Organizations rarely 
track contract outcomes, leaving 
value leakages undetected.

•	 How it erodes value: This  
pitfall alone contributes 
significantly to the 8.6% erosion, 
as it prevents optimization.

•	 AI solution: AI dashboards 
provide continuous performance 
tracking, benchmarking 
outcomes, and identifying 
underperforming contracts.

Agentic AI systematically combats the 10 Pitfalls
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Agentic AI transforms the way contract management is performed 
and perceived, shifting it from an administrative overhead to a source 
of measurable added-value and strategic enablement.

It similarly expands the purpose of contracts themselves, 
supporting a diverse set of stakeholder and user needs.  
By providing deeper insights, proactive risk mitigation,  
and continuous improvement, organizations are empowered 
to drive performance through their contract portfolios.  
This evolution places contracts and contract managers 
at the heart of business strategy, becoming a source of 
innovation, resilience, and profitability. 

Conclusion: the new era of contract management

3. The purpose of contracts, World Commerce & Contracting, September 2024.

Such a shift is long overdue, yet has until now has been 
frustrated by the ever-increasing complexity of contracts 
and the market environment. The importance of change 
was clearly revealed by the WorldCC study into the 
purpose of contracts,3 which revealed that only 39%  
of today’s contract managers believe that their contracts 
effectively support business outcomes and just 16%  
feel they are negotiating the right topics. These statistics 
are clear indicators of the potential value to be achieved.

Five steps to implementing AI in 
contract management

Conduct a portfolio-wide 
assessment

Identify key areas for initial 
AI application

Appoint subject-matter and technical 
resources to co-develop tools

Train teams in data-driven 
decision-making

Integrate AI tools with existing 
systems

1

2

3

4

5

Administrative
burden

Contract
management

Contractmanagement

Strategic 
enablement

Measurable
added-value

AI

Contract management’s 
performance and perception will 
be transformed by Agentic AI
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https://www.worldcc.com/resources/content-hub/details/the-purpose-of-contracts-report?hsCtaAttrib=177352043136
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World Commerce & Contracting
World Commerce & Contracting is a not-for-profit 
association dedicated to helping its global members  
achieve high performing and trusted trading relationships.  
With 75,000 members from over 20,000 companies across 
180 countries worldwide, the association welcomes 
everyone with an interest in better contracting: business 
leaders, practitioners, experts and newcomers. It is 
independent, provocative and disciplined existing for its 
members, the contracting community and society at large.

Tim Cummins, President 
tcummins@worldcc.com

Sally Guyer, Global CEO 
sguyer@worldcc.com

General or media enquiries 
info@worldcc.com 

www.worldcc.com

Accenture
Accenture is a leading global professional services company 
that helps the world’s leading organizations build their digital 
core, optimize their operations, accelerate revenue growth 
and enhance services – creating tangible value at speed and 
scale. We are a talent- and innovation-led company with 
774,000 people serving clients in more than 120 countries. 
Technology is at the core of change today, and we are one 
of the world’s leaders in helping drive that change, with 
strong ecosystem relationships. We combine our strength  
in technology and leadership in cloud, data and AI with 
unmatched industry experience, functional expertise and 
global delivery capability. Our broad range of services, 
solutions and assets across Strategy & Consulting, 
Technology, Operations, Industry X and Song, together  
with our culture of shared success and commitment to 
creating 360° value, enable us to help our clients reinvent 
and build trusted, lasting relationships. We measure our 
success by the 360° value we create for our clients, each 
other, our shareholders, partners and communities. 

www.accenture.com
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