
Autonomous AI  so lut ion
replaces  a  4-person
execut ion team

Automates  mundane,
repet i t ive  error  prone work
to  improve serv ice  del ivery

Pr ic ing becomes based on
value del ivered ,  not
headcount  suppl ied

Paired with  human
overs ight ,  the  serv ice  i s  a
no-bra iner  for  c l ients

Creates  a  genuine win for
c l ients  and for  serv ice
del ivery  prov iders

A T  A  G L A N C E
C A S E  S T U D Y

Confidential IT
consultancy
improves gross
margin by 46%
with agentic AI
proposition

I N T R O D U C T I O N
Our c l ient ,  a  long-establ ished IT  f i rm
specia l i s ing in  ERP implementat ion and
support  work  wanted to  grow the
managed serv ices  s ide  of  the bus iness  to
help  increase the amount  of  recurr ing
revenue they  earn .

The work  they  do speci f ica l ly  focuses  on
the secur i ty  of  thei r  c l ients  ERP systems.
Working with  enterpr ise  c l ients ,  th is  work
is  cr i t ica l ,  with  hundreds  of  mi l l ions  of
pounds f lowing through these ERP
systems,  the work  to  enforce  technica l  and
f inancia l  contro ls  and ensure  audit
compl iance takes  on a  h igher  s igni f icance .

Over  a  per iod of  t ime,  our  IT  company
cl ient  had observed a  number  of  thei r
c l ients  hav ing growing concerns  about  the
standard of  cr i t ica l  contro l  monitor ing
serv ices  that  larger  IT  companies  were
prov id ing.  They  knew they  could  del iver  a
better  serv ice  than thei r  larger
compet i tors  so  therefore  targeted th is
speci f ic  serv ice  as  an opportunity  to  dr ive
their  s t rategy on growing the managed
serv ice  bus iness .

This  case  study explores  the opportunity
the company had to  expand into  managed
serv ices ,  the  d i f f icu l t ies  of  breaking into
that  market  and how launching i t  as  an
agent ic  AI  so lut ion was  the unlock they
needed to  create  an ef f ic ient  and
prof i table  serv ice  that  resolved a l l  the
histor ica l  i ssues  around larger  p layers
del iver ing a  qual i ty  serv ice .
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C U R R E N T  S I T U A T I O N

With the recurr ing feedback f rom mult ip le
sources  about  how other  prov iders  were
operat ing th is  cr i t ica l  contro ls  serv ice ,  our  IT
company c l ient  d id  a  deep dive  into  what
was happening.

The crux  of  the matter  was  that  the work
involved in  operat ing these contro ls  was
painstaking,  i t  was  mundane,  repet i t ive  and
is  a lso  h igh volume.  I t  therefore  gets  handed
to whoever  can do i t  cheapest ,  and that
tends  to  be a  rotat ing bench of  junior ,  o f ten
of fshore  based teams.

I t ’ s  commonplace for  these junior  staf f  to
move on in  the interests  of  career
progress ion before  they ’ve  rea l ly  had t ime to
tru ly  understand the contro ls  they  run
meaning cont inuity  i s  a  problem and qual i ty
suf fers .

They  a lso  found i t  was  commonplace ,  even
in  wel l  documented contro ls  processes  for
di f ferent  analysts  to  per form a  contro l
d i f ferent ly  to  thei r  co l leagues ,  especia l ly
where  data  analys is  i s  concerned.  In  an
environment  where  th ings  are  b lack and
white ,  th is  can be a  problem and again
ra ises  cons istency  concerns .

Errors  and omiss ions  in  th is  manual  process
was found to  be commonplace yet  whol ly
unacceptable .  They  concluded that  contro l
operat ion done th is  way appeared to  be a
fa lse  economy.  I t  would appear  to  be a
cheap way of  operat ing contro ls  yet  of ten
led to  h idden costs  at  audit  t ime.

B A C K G R O U N D

The nature  of  enterpr ise  ERP
systems dictates  that  huge sums of
money f low through them.  This
creates  inherent  r i sk  for  the
companies  that  have these systems
that  must  be managed to  avoid
damaging f raud and f inancia l  loss
events .

Because of  the potent ia l  impact  and
scale  of  such an event ,  these
systems are  met iculous ly  contro l led
and subject  to  intense audit
scrut iny .

I t ’ s  s tandard pract ice  for  enterpr ise
companies  to  mainta in  establ ished
contro l  processes ,  a l lowing them to
look back and prove to  auditors  that
their  ERP systems operated exact ly
as  intended.  By  demonstrat ing that
these systems were  equipped to
prevent  unauthor ised access  and
mal ic ious  attacks ,  they  prov ide a
c lear ,  ver i f iable  paper  t ra i l  that
e l iminates  the f r ict ion of  annual
compl iance audits .

Our  c l ient ,  a  respected bout ique
ERP secur i ty  expert  works  with
cl ients  that  engage with  large MSP
companies  to  operate  these contro l
processes  for  them.  Feedback f rom
their  c l ients  about  these contro l
processes  operated by  larger
compet i tors  was  universa l ly
underwhelming.  The same stor ies
were  to ld  by  var ious  c l ients  that
engaged var ious  MSP’s :  de l ivery
standards  were  not  as  good as  they
needed to  be and didn ’ t  re f lect  the
cr i t ica l  nature  of  the contro ls  they
were operat ing .  I t  was
commonplace for  contro ls  to  be
incomplete  at  audit  t ime,  with
evidence miss ing which would
invar iably  result  in  longer  audit
cyc les  and higher  audit  fees .

https : / /www.carter loxworth .com

T H E  C H A L L E N G E

Our c l ient  was  seeking a  way to  del iver
contro l  operat ion as  a  serv ice  with  better
qual i ty  at  i ts  core  that  could  prov ide audit
compl iance as  i t ’ s  outcome.  I t  needed to
prov ide a  large upl i f t  in  qual i ty  whi lst  be ing
compet i t ive  in  pr ice  against  of fshore  MSP’s .

http://www.carterloxworth.com/


We’ve created autonomous AI  contro l  operat ion for  ERP systems.  I t  operates  cr i t ica l  contro ls
di rect ly ,  cont inuously ,  and to  the same exact ing procedure every  t ime,  automat ica l ly ,  on repeat .
I t  runs  the process  exact ly  and prec ise ly ,  without  fa i l .  Ev idence is  gathered and analysed and
every  except ion is  sur faced to  a  named,  accountable  ERP contro ls  expert  who rev iews ,  exerc ises
judgement ,  and s igns  of f .

The requirements  of  th is  pro ject  were  per fect ly  su i ted to  agent ic  AI ,  where  custom AI  workers
automat ica l ly  del iver  the repet i t ive ,  mundane data  process ing and data  analys is  that ’s  prone to
error  and inconsistency  when done by  humans .  The accuracy  of  execut ion and the schedule  to
which the contro ls  are  operated can be guaranteed and should anything go awry ,  agents  are  on
hand to  se l f -d iagnose and correct  any  anomal ies .

DELIVERING FOR OUR CLIENT

We created a  so lut ion that  f i rst  and foremost  so lved the b iggest  problem:  qual i ty ,  accuracy  and
consistency  of  contro l  execut ion with  AI  workers  execut ing the parts  of  the  process  where  the
known issues  were  due to  the natura l  l imitat ions  of  humans doing repet i t ive ,  mundane work .
Our  agents  automat ica l ly  run contro ls ,  data  analys is ,  gather  ev idence and chase s ign of fs  as
soon as  the requirement  to  do so  ex ists .  They  analyse  everything and don’t  s top working unt i l  a
contro l  i s  audit  compl iant .

The agents  feed the contro l  s tatus  into  a  l ive  dashboard so  c l ient  stakeholders  can see any t ime
what  the contro l  env i ronment  looks  l ike ,  where  the issues  are  and what  the compl iance status
is .  Auditors  can dr i l l  into  each contro l  and for  the f i rst  t ime retr ieve  the ev idence they  need to
audit  contro ls  e f fect ive ly  on a  se l f -serve  bas is  making the audit  cyc le  shorter  and more
ef fect ive .

Whereas  h istor ica l ly ,  knowledge that  bui l t  up in  the contro ls  team lef t  the  bui ld ing when a
junior  analyst  le f t ,  our  agents  learn cont inuously  and the serv ice  qual i ty  therefore  compounds
month on month .

O U R  S O L U T I O N :  A U T O N O M O U S  C O N T R O L  O P E R A T I O N
F O R  E R P  S Y S T E M S

SAFEGUARDS

Our c l ient  underpins  the work
our  AI  workers  do with  one of
thei r  expert  consultants  in  what
they  ca l l  a  human- in-the- loop
solut ion .  This  means our  AI
agents  are  not  le f t  unsuperv ised
in  the wi ld ,  they  work  hand- in-
hand with  the human expert
who oversees  thei r  work  and
mainta ins  the auditor
re lat ionship ,  represent ing a  best
pract ice  AI  +  human scenar io
that  g ives  thei r  c l ients
conf idence in  the so lut ion .  I t  means thei r  expert  team st i l l  has  an important  and yet  better  ro le
to  p lay  for  c l ients .  Instead of  hav ing to  be involved in  low va lue repet i t ive  work ,  they  exc lus ive ly
del iver  h igh va lue work  that  c l ients  re ly  on .

A BETTER WAY:  IMPROVED SERVICE DELIVERY,  BETTER EFFICIENCY AND GREATER BUSINESS
VALUE GENERATED

A typica l  contro ls  engagement  used to  have 4  human analysts  doing the manual  work  with  a
more senior  expert  overseeing and managing the auditor  re lat ionship .  Our  so lut ion enables  far
super ior  del ivery  qual i ty ,  better  outcomes ,  reduced audit  costs  and only  needs  the senior  expert
for  the overs ight  ro le .  I t  p lays  to  st rengths :  A I  agents  handle  the work  humans don’t  rea l ly  want
to  do and the senior  expert  handles  judgement ,  except ions ,  the  auditor  re lat ionship ,  and s ign-
of f  prov id ing e levated human assurance on top of  our  AI  layer .



Repet i t ive ,  mundane
and error  prone
work automated

with AI  agents

AI  engine runs  the
work l ike

c lockwork ,  without
fa i l

A l l  contro ls  get
executed on t ime and
audit  ready ev idence

stored secure ly

Stronger  contro ls ,
more secure

systems and lower
audit  costs

W H Y  T H I S  W O R K S

I t ’ s  a  mult i - faceted so lut ion that  f i rst  and
foremost  del ivers  va lue to  the IT
companies  c l ients  by  so lv ing long-
standing problems in  the way the serv ice
is  del ivered by  large MSP’s  whi lst  a lso
enhancing project  prof i tabi l i ty  for  our
serv ice  prov ider  c l ient  with  no increase in
the pr ice  charged for  the serv ice .

The so lut ion del ivers  better  serv ice
than revolv ing junior  analysts  doing
mundane,  repet i t ive  work  can produce .
Errors  and omiss ions ,  missed runs ,  and
miss ing data  are  a  th ing of  the past

Headcount  i s  no longer  a  constra int  to
serv ice  coverage .  Contro ls  can now run
as  f requent ly  as  the c l ient  wants  them
without  incurr ing addit ional  cost .
Whereas  prev ious ly ,  contro ls  may have
been run monthly  or  quarter ly  because
of  cost ,  i t  would mean i f  a  defect  was
ident i f ied ,  i t  could  have been weeks
before  anyone knew about  i t .  Now,
re levant  stakeholders  know about  i t
immediate ly  meaning the f ix  can be
act ioned before  anything bad happens ,
reducing bus iness  and f inancia l  r i sk

Our  agents  handle  vo lume,  repet i t ion
and consistency  quicker  and better
than humans can so  contro ls  are
operated correct ly  and to  a  f ixed
schedule  without  fa i l

Audit  compl iance is  assured and is
del ivered as  the outcome f rom the
solut ion .  C l ients  save money on audit
fees  as  auditors  get  the r ight  answer
the f i rst  t ime they  look for  i t ,  a l l  se l f -
conta ined within  our  report ing tool

K E Y  F E A T U R E S



N E X T

See the case  study of
how Integrc  automated
consult ing del ivery  to
increase gross  margin

Talk  to  us  about
bui ld ing something
s imi lar  for  your  bus iness

B U S I N E S S  I M P A C T :
H O W  T H I S  B E N E F I T S
O U R  C O N S U L T I N G
C O M P A N Y  C L I E N T

Everyone wins  f rom this  modern serv ice
del ivery  model .

Our  c l ient  can del iver  a  managed contro l
operat ion serv ice  that ’s  far  super ior  to
that  del ivered by  vo lume MSP’s  that
operate  in  thei r  market .  In  a  market
where  winning bids  are  character ised by
low pr ic ing with  the inherent  qual i ty
issues  that  creates ,  they ’ve  bucked the
trend and can of fer  compet i t ive  pr ic ing
with a  b ig  upl i f t  in  serv ice  del ivery .

They get  the opportunity  to  now grow
market  share  in  a  market  segment  they
couldn’ t  be  compet i t ive  in  before .  They ’d
prev ious ly  explored being able  to  del iver
an of fshore  serv ice  themselves  with
partners  to  r iva l  that  del ivered by  the
volume MSP’s .  Such a  model  would have
meant  achiev ing a  low gross  margin  that
would have made i t  not  worth pursuing.
With our  AI  so lut ion in  p lace del iver ing
this  serv ice  for  thei r  c l ients ,  even with
pr ic ing s imi lar  to  the of fshore  resourc ing
model ,  they  are  able  to  achieve a  gross
margin  46% higher  than hi r ing the
of fshore  partner  which represents  a  great
result  that ’s  fue l l ing bus iness  growth.

Their  c l ients  a lso  win f rom this  new
del ivery  model .  C l ients  get  qual i ty  and
consistency  not  seen before  in  th is  contro l
operat ion space f rom the vo lume MSP’s .
They  a lso  f ind that  the downstream costs
re lated to  addit ional  audit  fees  are  a lso
avoided because everything the auditors
need is  del ivered and stored with in  our
solut ion .

M Y  V I E W :
H O W  A I  A U T O M A T I O N
T R A N S F O R M S  C L I E N T

D E L I V E R Y
Profess ional  and technica l  serv ices  have
always  run on the same bas ic  model :  se l l

t ime,  s taf f  up to  del iver  i t ,  and grow
revenue by  adding people .  I t  was  the only
way but  AI  i s  now chal lenging i t ,  and the

f i rms most  exposed are  the ones  that  bui l t
thei r  ent i re  economics  around i t .

The t radit ional  model  act ive ly  punishes
gett ing more ef f ic ient .  A  f i rm that  b i l l s  by
the hour ,  and then uses  AI  to  do the work

faster ,  b i l l s  fewer  hours  for  the same
outcome.  Ef f ic iency  shr inks  revenue under

the o ld  model  which is  exact ly  why so  many
large f i rms don’t  want  to  change.  The tools
have arr ived ,  but  the bus iness  model  hasn ' t
caught  up ,  because the incent ive  to  keep i t

exact ly  as  i t  i s  remains  st ronger  than the
incent ive  to  change i t .

Any serv ice  bus iness  that  pr ices  on t ime or
headcount ,  l ike  a  managed IT  prov ider

bi l l ing per  engineer ,  an  agency b i l l ing per
hour  of  s t rategy work ,  a  bookkeeping f i rm

bi l l ing per  hour  of  process ing ,  or  a
consult ing team,  i s  exposed to  exact ly  the

same structura l  pressure .  I f  the  del ivery
work can be meaningful ly  accelerated by

AI ,  and your  pr ic ing model  punishes  you for
doing that ,  a  compet i tor  who isn ' t  carry ing

that  same constra int  wi l l  eventual ly  out-
pr ice  and out-del iver  you ,  without

sacr i f ic ing margin .

This  i s  prec ise ly  the pattern behind the
work in  th is  case  study .  The t radit ional

model  needed a  team s ized to  the manual
ef fort ,  more ef fort  meant  more headcount ,
in  a  st ra ight  l ine .  Rebui ld ing that  around

an AI - run del ivery  process ,  with  senior
overs ight  rather  than a  large execut ion

team,  broke that  l ine  ent i re ly .  Work now
gets  pr iced based on the outcome and

according to  the va lue del ivered .  The net
ef fect  for  serv ice  del ivery  companies  i s  the

work del ivered earns  better  margins  and
teams have greater  capacity  to  del iver

more .

The f i rms that  win  in  future  won't  be  the
ones  with  the b iggest  teams.  They ' l l  be  the

smal ler ,  leaner  operat ions .  Real  expert ise
s i t t ing on top of  a  genuinely  AI -nat ive

del ivery  process  that  can do the same work ,
pr iced on the va lue i t  de l ivers ,  without  a
large team.  That 's  not  a  threat  to  serv ice

businesses .  I t ' s  the  shape the winning ones
are  a l ready tak ing.  And i t ’ s  a  huge

opportunity  that  ex ists  r ight  now for
forward looking serv ice  bus inesses .

https://www.carterloxworth.com/assets/Carter-Loxworth-RouteONE-Case-Study.pdf
https://www.carterloxworth.com/assets/Carter-Loxworth-RouteONE-Case-Study.pdf
https://www.carterloxworth.com/assets/Carter-Loxworth-RouteONE-Case-Study.pdf
https://www.carterloxworth.com/assets/Carter-Loxworth-RouteONE-Case-Study.pdf
https://calendly.com/gary-carter-1/
https://calendly.com/gary-carter-1/
https://calendly.com/gary-carter-1/

	CASE STUDY
	Confidential IT consultancy improves gross margin by 46% with agentic AI proposition
	INTRODUCTION
	AT A GLANCE
	CONTACT US
	gary.carter@carterloxworth.com
	www.carterloxworth.com


	BACKGROUND
	https://www.carterloxworth.com

	CURRENT SITUATION
	THE CHALLENGE
	OUR SOLUTION: AUTONOMOUS CONTROL OPERATION FOR ERP SYSTEMS
	DELIVERING FOR OUR CLIENT
	SAFEGUARDS
	A BETTER WAY: IMPROVED SERVICE DELIVERY, BETTER EFFICIENCY AND GREATER BUSINESS VALUE GENERATED

	KEY FEATURES
	WHY THIS WORKS
	BUSINESS IMPACT: HOW THIS BENEFITS OUR CONSULTING COMPANY CLIENT
	Everyone wins from this modern service delivery model.
	Our client can deliver a managed control operation service that’s far superior to that delivered by volume MSP’s that operate in their market. In a market where winning bids are characterised by low pricing with the inherent quality issues that creates, they’ve bucked the trend and can offer competitive pricing with a big uplift in service delivery.
	They get the opportunity to now grow market share in a market segment they couldn’t be competitive in before. They’d previously explored being able to deliver an offshore service themselves with partners to rival that delivered by the volume MSP’s. Such a model would have meant achieving a low gross margin that would have made it not worth pursuing. With our AI solution in place delivering this service for their clients, even with pricing similar to the offshore resourcing model, they are able to achieve a gross margin 46% higher than hiring the offshore partner which represents a great result that’s fuelling business growth.
	Their clients also win from this new delivery model. Clients get quality and consistency not seen before in this control operation space from the volume MSP’s. They also find that the downstream costs related to additional audit fees are also avoided because everything the auditors need is delivered and stored within our solution.

	NEXT
	See the case study of how Integrc automated consulting delivery to increase gross margin
	Talk to us about building something similar for your business

	MY VIEW:
	HOW AI AUTOMATION  TRANSFORMS CLIENT DELIVERY

