Role Transformation Tracker: Professional
Services Edition

Applying PURPOSE AUDIT™ to Consulting & Advisory Leadership
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THE PROFESSIONAL SERVICES WARNING SIGNAL

Why This Matters for Professional Services

Leaders

What happens in professional services previews what comes elsewhere.

Your industry is in the first wave of Al executive disruption. The business model that built consulting, advisory, and
accounting careers - leveraging expertise through billable hours - is being fundamentally challenged. Al can how
do research synthesis that took junior consultants weeks. Benchmarking that required proprietary databases.
Analysis that justified premium fees. The work that fed the pyramid model is automating.

The Billable Hour Problem

Professional services monetizes expertise through
time. But when Al compresses the time needed for
expertise-based work, the business model strains.
McKinsey, Deloitte, and every major firm are
navigating this. They're not reducing headcount
(yet, publicly), but delivery models are changing.
What a team of five did, a team of two does with Al
assistance.

The Relationship Question

The professional services leaders who thrive will
be those whose value comes from relationships,
judgment, and client trust - not from the analysis
that Al now accelerates. This worksheet helps you
assess: Is your value in the work product, or in the
relationship and judgment that makes work product
useful?

If you're a Partner or MD in this environment, what's YOUR position?
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The PURPOSE AUDIT™ Framework

For Professional Services Specifically

Task Examples

Research and analysis
Benchmarking studies
Presentation development
Report writing

Data gathering

Project management
Methodology application

Deliverable production

[ The Professional Services Trap

Purpose Examples

e Client relationship and trust

e Problem diagnosis that shapes engagement
e Executive influence during delivery

e Judgment on ambiguous recommendations
e Business development and origination

e Talent development and team leadership

e Industry expertise clients can't access elsewhere

Expertise feels like purpose. It isn't - at least not the expertise that Al replicates. The irreducibly human
purposes are the relationships that generate work, the judgment that shapes recommendations, and the

trust that makes clients act on advice.
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Professional Services Task Inventory

Common PS Leadership Tasks - Score Your Time Allocation (Part 1)

Rate each task for the percentage of your time spent and Al capability on a scale of 1-5, where 1 = Al cannot do

this yet and 5 = Al can do this extremely well.

#

Task

Research and analysis - Industry research, market
analysis, competitive intelligence, data gathering

Benchmarking studies - Performance comparisons,
best practice identification, gap analysis

Presentation development - Creating slide decks,
visualizations, client deliverables

Report writing - Written deliverables, findings
documentation, recommendations write-up

Methodology application - Applying firm
frameworks, standard processes, proprietary tools

Project management - Timeline management,
workstream coordination, status tracking

Financial modeling - Business cases, valuation,
scenario analysis, ROI calculations

Interview and data collection - Stakeholder
interviews, survey design, data gathering

Quality review - Reviewing team work, ensuring
deliverable quality, methodology compliance

Your Time %
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Professional Services Task Inventory

Common PS Leadership Tasks - Score Your Time Allocation (Part 2)

10

M
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Task Your Time %
Proposal development - Writing proposals, pricing, %
scope definition

Internal administration - Firm management, practice _ %
management, operational tasks

Training and knowledge management - Developing %
training, maintaining knowledge bases

Industry monitoring - Tracking trends, regulatory %
changes, market developments

Utilization management - Resource allocation, %
staffing, capacity planning

Performance management - Team reviews, %
feedback, development planning

Recruiting and hiring - Talent acquisition, —%
interviewing, onboarding

Thought leadership production - Writing articles, %
creating IP, developing frameworks

Internal meetings and coordination - Partner %

meetings, practice reviews, firm governance
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Professional Services Purpose Inventory

Irreducibly Human PS Leadership Purposes - Score Your Impact (Part 1)

Rate each purpose for its centrality to your role on a scale of 1-5, where 1 = not central to what | doand 5 =
absolutely central to my value.

# Purpose Centrality (1-5) Your Notes

1 Client relationship and trust - The relationship that B1A2 03045
generates work, earns repeat business, and creates
referrals. Not the deliverable - the trust that makes
deliverables valuable.

2 Problem diagnosis - Figuring out what the client B1l2 030405
actually needs, not just what they asked for. The
judgment that shapes engagement scope and
approach.

3 Executive influence during delivery - Getting senior B1A2 03045
clients to act on recommendations. The presence
and credibility that creates change, not just reports.

4 Judgment on ambiguous recommendations - When B1B203 04105
the analysis doesn't point to a clear answer, having
the judgment to advise. Wisdom that exceeds
methodology.

5 Business development and origination - Creating B1l2 030405
new client relationships, expanding existing ones,
winning work through relationship and reputation.
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Professional Services Purpose Inventory

Irreducibly Human PS Leadership Purposes - Score Your Impact (Part 2)

10

Purpose

Talent development - Building the next generation
of consultants and partners. The mentorship and
judgment development that requires human
relationship.

Industry expertise that can't be replicated - Deep
domain knowledge that comes from decades of
experience, relationships, and pattern recognition
across engagements.

Crisis advisory - When clients face urgent, high-
stakes situations. The judgment and composure that
helps leaders navigate complexity under pressure.

Cross-engagement pattern recognition - Seeing
what works across clients and industries. Insight that
comes from breadth of experience, not single-
engagement analysis.

Firm culture and values - Shaping what the practice
stands for. The leadership that attracts talent, earns
client trust, and differentiates beyond methodology.

@ Tandem Coaching

Centrality (1-5)

120304105

20304105

f18203 045

120304105

f18203 045

Your Notes



Calculating Your Ratio

PS-Specific Interpretation

Once you've completed your task and purpose inventories, calculate your weighted task exposure and average
purpose centrality. Then use this table to understand what your pattern means.

High Task Exposure + Low Purpose
What it means: Delivery-focused partner - high vulnerability as delivery automates

Recommended focus: Critical - Shift toward origination, relationships, and judgment work

High Task Exposure + High Purpose
What it means: Senior delivery role with client relationships

Recommended focus: Priority - Protect relationship time; delegate delivery work

What it means: Rainmaker/relationship-focused partner

Recommended focus: Strong position - but ensure delivery model evolves under you

Low Task Exposure + Low Purpose
What it means: May indicate role transition or unclear positioning

Recommended focus: Investigate - Clarify value to firm and clients

| Low Task Exposure + High Purpose
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WORKED EXAMPLE

David, Managing Director

David's Situation

David is a Managing Director at a
mid-size strategy consulting firm.
He's been in consulting for 22 years,
MD for 6. He built his career on
analytical rigor and industry
expertise. Now he's reassessing.

David's Realization

"I built my reputation on
analytical rigor. But presentation
development and research - my
highest time tasks - are rated 5
on Al capability. The analysis that
made me MD is becoming table
stakes. If I'm still spending 85%
on delivery tasks, I'm a very
expensive production resource."

David's Task Scores (Top 5 by Time)

Task

Quality review of team work
Presentation development
Research and analysis
Proposal development
Project management

Other tasks

Total Task Time

@ Tandem Coaching

Time %

20%

15%

12%

10%

10%

18%

85%

Al Capability

3

3.5

3.38



David's Purpose Assessment

David's Purpose Scores The Origination Gap
Purpose Centrality "Business development scores
only 3 - not because | can't do
Client relationship 4 it, but because I've relied on
firm reputation and existing
Problem diagnosis 5 relationships. As delivery
commoditizes, origination
Executive influence 4 becomes everything. | need to
shift from being the delivery
Business development 3 expert to being the relationship
Industry expertise 4 builder.”
Average Purpose Score 4.0

David's pattern: High task exposure (85% on delivery tasks with average Al capability of 3.38) combined with
strong purpose centrality (4.0 average). He's a senior delivery role with client relationships - positioned to
transition, but needs to protect relationship time and delegate delivery work before Al compression makes his role
vulnerable.
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What Your Ratio Means

PS-Specific Interpretation Patterns

Pattern 1: The Delivery Expert

If research, analysis, and presentation development
dominate your time - and Al is rated 4-5 on these -

you're vulnerable. The delivery work that built your

reputation is exactly what Al accelerates.

If this is you: Your industry expertise is still valuable,
but only if expressed through relationship and
judgment, not deliverable production. Shift
dramatically toward client-facing purpose work.

Pattern 3: The Hybrid Leader

Pattern 2: The Rainmaker

Some Partners operate primarily through
relationships - originating work, advising senior
clients, expanding accounts. Their task time is lower.

If this is you: You're positioned well, but ensure your
delivery model evolves. Al can make your
rainmaking more profitable if you embrace new
delivery economics.

The professionals best positioned combine relationship strength with Al-augmented delivery - smaller teams,

faster turnaround, same quality at lower cost.

If this is you: Lead the new delivery model. Show your firm how Al changes consulting economics.

[J The Business Model Question

Professional services is repricing. Clients will pay for relationships and judgment; they'll expect Al-
assisted delivery at lower cost. Is your value in what Al does, or in what Al enables?
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Action Planning

PS-Specific Actions and The Origination Question

Critical Questions to Ask

» What percentage of your revenue do you originate
vs. inherit?

o If you had to build a book from scratch, could you?

e Are your client relationships with you, or with your
firm?

¢ What happens to your practice if delivery
commoditizes?

The Portfolio Consideration

Many professional services leaders are well-suited for
portfolio careers - combining advisory work, fractional
executive roles, board positions, and coaching. Your
expertise transfers; your delivery model can change.

Immediate Actions

01

Audit your client relationships

Determine which are truly yours vs. the firm's

02

Build direct client trust

Independent of delivery excellence

03

Experiment with Al-augmented delivery

Test new models with willing clients

04

Consider portfolio paths

Advisory + fractional + coaching combinations
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Next Steps

Resources and Related Tools

This worksheet is part of a broader framework for understanding and navigating Al-driven role transformation. The
following resources will help you deepen your analysis and develop your transition strategy.

Article 5.6
D Professional Services Al Disruption

Read the full analysis of how Al is transforming consulting, advisory, and accounting. Understand the
industry dynamics behind the patterns you've identified in your own role.

Full PURPOSE AUDIT™
Complete Assessment Framework

This worksheet is a professional services adaptation. Access the full PURPOSE AUDIT™ for a
comprehensive analysis across any industry or role type.

Article 3.5
@ Portfolio Careers

Many professional services leaders find portfolio careers the natural next step. Learn how to
structure advisory work, fractional roles, board positions, and coaching into a sustainable practice.

TRANSITION BRIDGE™
e Strategic Transition Planning

Once you understand your task-to-purpose ratio, use TRANSITION BRIDGE™ to plan your move from
delivery-dependent to relationship-centered positioning.
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The Professional Services Inflection Point

Professional services is at an inflection point that other industries will
reach in the coming years. The billable hour model that funded decades
of career growth is straining under Al acceleration. What took teams
weeks now takes days. What justified premium pricing is becoming table
stakes.

But this isn't the end of professional services leadership - it's a
recalibration. The partners and MDs who will thrive are those who
recognize that their value was never really in the deliverables. It was in
the relationships that generated the work, the judgment that shaped the
recommendations, and the trust that made clients act on advice.

This worksheet helps you see where you stand. High task exposure
means vulnerability. High purpose centrality means positioning strength.
The combination tells you whether you need incremental adjustment or
fundamental reinvention.

The question isn't whether Al will change professional services. It
already has. The question is whether your value proposition has evolved
to match. If you're still selling expertise through time, you're competing
in a market that's repricing. If you're selling judgment through
relationships, you're positioned for the next era.

Most professional services leaders will find they're somewhere in
between - strong client relationships but still too dependent on delivery
work. That's actually the best position to be in, because you have
options. You can shift your time allocation. You can delegate differently.
You can experiment with Al-augmented delivery models. You can build
the portfolio career that combines the best of advisory work with the
flexibility of fractional and coaching roles.
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What Matters Now

Origination capacity
Client trust independent of

delivery

Judgment that exceeds
methodology

Relationship depth, not breadth

Portfolio optionality

What Matters Less

Deliverable production speed

Framework application
Research synthesis
Presentation development

Firm methodology mastery




Final Reflection

Your Task-to-Purpose Ratio Is Your Strategic Position

Take a moment to reflect on what you've discovered through this exercise. Your task-to-purpose ratio isn't just a
number - it's a strategic position. It tells you how vulnerable you are to Al acceleration and how well positioned you
are for the next phase of professional services.

Where You Are

You've completed
your task and purpose
inventories. You
understand your
pattern. You can see
whether you're a
delivery expert, a
rainmaker, or a hybrid
leader.

What You See

You recognize that
professional services
is repricing. Clients
will pay for
relationships and
judgment. They'll
expect Al-assisted

delivery at lower cost.

What You Do

You make the shift
from expertise-
through-time to

judgment-through-
relationship. You

protect client trust.
You delegate delivery
work. You build
portfolio optionality.

Where You Go

You emerge as a
professional services
leader positioned for

the Al era -
relationship-centered,
judgment-focused,
and financially
sustainable through
the transition.

This is your moment to choose: Will you defend the delivery model that built your career, or will you lead the
relationship model that defines the next era? The professional services leaders who thrive won't be those with the
best Al tools. They'll be those who recognized earliest that their real value was never in the deliverables.

Version 1.0 - January 2026 - Pairs with Article 5.6 (Professional Services Al Disruption)
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