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Applying PURPOSE AUDIT™ to Legal Leadership



The General Counsel Transformation 
Opportunity
Legal leadership is expanding, not contracting - but in new directions. Unlike CFOs facing efficiency pressure or 
CMOs facing content automation, General Counsels are seeing something different: AI creates as much new work 
as it automates.

Contract review is automating. Legal research is faster. Document production is changing. But AI governance, 
algorithmic accountability, data ethics, and responsible AI policy are emerging as major enterprise needs - and 
they need legal leadership.

The GC Paradox

Traditional legal tasks are being compressed by AI. 
But the need for legal judgment on AI itself is 
exploding. The General Counsels who position as 
"enterprise AI conscience" are gaining strategic 
influence. Those who stick to traditional protective 
legal work may find that work shrinking.

The Governance Opportunity

Every organization deploying AI needs governance 
frameworks. Every algorithm making decisions about 
people needs accountability structures. Every data 
practice needs ethical review.

Who leads this? In many organizations, the answer is 
emerging: the General Counsel. But not automatically. 
This worksheet helps you assess where you stand - 
and whether you're positioned for the governance 
opportunity.



The PURPOSE AUDIT™ Framework

For General Counsels Specifically

Task Examples
Contract review and drafting

Legal research

Regulatory compliance tracking

Litigation management

Corporate governance filings

Policy documentation

Legal hold administration

Purpose Examples
Enterprise risk judgment

Board-level legal counsel

Crisis legal leadership

AI governance and ethics frameworks

Strategic deal negotiation

Regulatory relationship management

Organizational ethical conscience

The GC-Specific Insight: Legal expertise is not the same as legal purpose. Knowing the law is 
increasingly AI-augmented. The irreducibly human purposes are judgment on ambiguous situations, 
relationships that enable difficult conversations, and the ethical leadership that asks "should we?" when 
the law only answers "can we?"



Common GC Tasks - Score Your Time 
Allocation
Tasks 1-9: Assess AI Capability and Your Time Investment

# Task Your Time % AI Capability (1-5)

1 Contract review and analysis
Reviewing agreements, identifying risks, 
suggesting revisions

___% �1 �2 �3 �4 �5

2 Contract drafting and negotiation support
Creating agreements, preparing redlines, 
supporting negotiations

___% �1 �2 �3 �4 �5

3 Legal research
Case law research, regulatory analysis, 
precedent review

___% �1 �2 �3 �4 �5

4 Regulatory compliance monitoring
Tracking regulatory changes, assessing 
impact, updating policies

___% �1 �2 �3 �4 �5

5 Corporate governance administration
Board materials, minutes, filings, subsidiary 
management

___% �1 �2 �3 �4 �5

6 Policy documentation
Drafting policies, updating employee 
handbooks, compliance documentation

___% �1 �2 �3 �4 �5

7 Litigation management
Overseeing outside counsel, tracking 
matters, managing discovery

___% �1 �2 �3 �4 �5

8 IP portfolio management
Patent tracking, trademark monitoring, IP 
documentation

___% �1 �2 �3 �4 �5

9 Employment law compliance
HR legal support, employment policies, 
workplace investigations

___% �1 �2 �3 �4 �5



Common GC Tasks - Score Your Time 
Allocation
Tasks 10-18: Complete Your Assessment

# Task Your Time % AI Capability (1-5)

10 Data privacy compliance
GDPR, CCPA, privacy policy management, 
data mapping

___% �1 �2 �3 �4 �5

11 M&A legal due diligence
Transaction support, due diligence 
coordination, deal documentation

___% �1 �2 �3 �4 �5

12 Legal department management
Team oversight, budget, outside counsel 
management

___% �1 �2 �3 �4 �5

13 Legal hold and e-discovery
Litigation preservation, discovery 
management, document review

___% �1 �2 �3 �4 �5

14 Insurance and risk transfer
Coverage review, claims management, 
renewal coordination

___% �1 �2 �3 �4 �5

15 Vendor legal review
Third-party risk assessment, vendor 
contracts, compliance verification

___% �1 �2 �3 �4 �5

16 Training and legal education
Compliance training, legal updates to 
organization

___% �1 �2 �3 �4 �5

17 Legal technology management
Legal tech tools, contract management 
systems, matter tracking

___% �1 �2 �3 �4 �5

18 Executive and board legal reporting
Legal updates, risk reporting, governance 
reporting

___% �1 �2 �3 �4 �5



Irreducibly Human GC Purposes
Score Your Impact: Purposes 1-5

These are the purposes that define strategic legal leadership - the judgment, relationships, and ethical courage 
that AI cannot replicate. Rate how central each is to your role today.

1. Enterprise Risk 
Judgment
When legal risk is ambiguous, 
making the call. Not what the 
law says, but what it means for 
this organization in this 
situation.

Centrality: �1 �2 �3 �4 �5

Your Notes: ____________________

2. Board-Level Legal 
Counsel
Being the trusted advisor to the 
board on legal matters. The 
relationship and judgment that 
earns board confidence.

Centrality: �1 �2 �3 �4 �5

Your Notes: ____________________

3. AI Governance and 
Ethics Leadership
The emerging purpose: 
ensuring responsible AI 
adoption, algorithmic 
accountability, data ethics 
frameworks. Being the 
enterprise AI conscience.

Centrality: �1 �2 �3 �4 �5

Your Notes: ____________________

4. Crisis Legal Leadership
When things go wrong, being the calm voice that 
navigates legal exposure while enabling business 
response. Judgment under pressure.

Centrality: �1 �2 �3 �4 �5

Your Notes: ____________________

5. Strategic Deal Negotiation
Not the contract terms, but the relationship and 
judgment that gets deals done. Knowing when to 
push, when to yield, when to walk.

Centrality: �1 �2 �3 �4 �5

Your Notes: ____________________



Irreducibly Human GC Purposes
Score Your Impact: Purposes 6-10

6. Regulatory 
Relationship 
Management
Relationships with regulators 
that enable productive 
engagement. The trust that 
makes difficult conversations 
possible.

Centrality: �1 �2 �3 �4 �5

Your Notes: ____________________

7. Organizational Ethical 
Conscience
Being the voice that asks 
"should we?" when others ask 
"can we?" The courage to raise 
concerns when business 
momentum pushes forward.

Centrality: �1 �2 �3 �4 �5

Your Notes: ____________________

8. Cross-Functional Risk 
Integration
Connecting legal risk to 
business strategy. Making legal 
a strategic enabler, not just a 
brake.

Centrality: �1 �2 �3 �4 �5

Your Notes: ____________________

9. Legal Team Development
Building the next generation of legal leaders. 
Judgment development that requires human 
mentorship.

Centrality: �1 �2 �3 �4 �5

Your Notes: ____________________

10. External Stakeholder Trust
Relationships with key external parties - regulators, 
major counterparties, industry peers - that create 
organizational advantage.

Centrality: �1 �2 �3 �4 �5

Your Notes: ____________________



Calculating Your Ratio
GC-Specific Interpretation

Your task-to-purpose ratio reveals your positioning as legal leadership evolves. Unlike other C-suite roles facing 
pure disruption, General Counsels have genuine expansion territory in AI governance. The question is whether 
you're positioned to claim it.

1. Calculate Task Exposure
Identify tasks affected by AI and 

automation

2. Score Purpose Centrality
Score how core each task is to legal 

purpose

3. Determine Your Ratio
Calculate the relationship between 

tasks and purposes

4. Identify Your Pattern
See which quadrant you fall into

Follow these steps to understand where you stand in the legal leadership transformation.

High Task 
Exposure + Low 
Purpose
Traditional legal 
operations focus - 
vulnerable as legal 
tasks automate

Priority: Shift toward 
governance and 
strategic counsel

High Task 
Exposure + High 
Purpose
Stretched across 
operational and 
strategic work

Focus: 
Delegate/automate 
task work to enable 
purpose

Low Task 
Exposure + High 
Purpose
Strategic legal 
leadership position

Opportunity: Expand 
AI governance role

Low Task 
Exposure + Low 
Purpose
Role may be 
transitional or 
undefined

Investigate: Clarify 
strategic positioning



Worked Example: Patricia, General Counsel
Healthcare Technology Company, 600 Employees

Patricia is General Counsel at a healthcare technology company. She's been in legal leadership for 12 years. She 
recognized AI was changing legal work but hadn't assessed her own role. Here's what she discovered through the 
PURPOSE AUDIT™ process.

Patricia's Task Scores (Top 5 by Time)

Task Time 
%

AI 
Capabi
lity

Weight
ed

Contract 
review

22% 4 0.88

Regulatory 
compliance

15% 4 0.60

Data privacy 
compliance

12% 4 0.48

Legal 
research

10% 5 0.50

Corporate 
governance 
admin

8% 3 0.24

Other tasks 18% 3.2 0.58

Total Task 
Time

85% 3.28

Patricia's Purpose Scores

Purpose Centrality

Enterprise risk judgment 4

Board-level counsel 4

AI governance leadership 3

Organizational ethical 
conscience

5

Regulatory relationships 4

Average 4.0

"Contract review and legal research are my highest 
time activities, and AI capability is 4-5 on both. But 
I also noticed something: data privacy and AI 
governance aren't in my top tasks, but they should 
be. That's where the growth is."

The Governance Gap Patricia Identified: "AI governance scores only 3 in centrality - not because I can't 
do it, but because I'm not. Our company is deploying AI in patient care, but I'm spending my time on 
contracts. I need to shift toward the governance work that's emerging."



What Your Ratio Means for Legal Leadership
Your task-to-purpose ratio reveals more than efficiency - it shows whether you're positioned for the future of legal 
leadership. Unlike other C-suite roles facing pure disruption, General Counsels have genuine expansion territory. 
The question is whether you're claiming it.

Pattern 1: The 
Traditional Legal 
Operations GC
If contract review, compliance 
monitoring, and legal research 
dominate your time - and AI is 
rated 4-5 on these - you're in a 
vulnerable position. This work 
is automating rapidly.

If this is you: The path forward 
isn't doing contracts faster. It's 
shifting to governance, 
strategic counsel, and the 
judgment work that AI can't 
replicate. Your legal expertise 
remains valuable, but the value 
is moving upstream to 
judgment and ethics.

Pattern 2: The Strategic 
Counsel
Some GCs operate primarily at 
board level and strategic 
negotiation - trusted advisors 
who shape major decisions. 
Their task time is lower 
because they've already made 
the shift to judgment-centered 
work.

If this is you: You're positioned 
well, but don't miss the AI 
governance opportunity. It's 
expanding territory for legal 
leadership. The organizations 
deploying AI need someone to 
own algorithmic accountability, 
and that someone should be 
you.

Pattern 3: The AI 
Governance Leader
The GCs best positioned for 
the future are those embracing 
AI governance as core territory 
- algorithmic accountability, 
data ethics, responsible AI 
frameworks. They're building 
new legal muscles for a new 
era.

If this is you: Expand 
aggressively. This is growing 
faster than traditional legal 
work is shrinking. Every 
organization deploying AI 
needs governance 
frameworks, and legal 
leadership is uniquely 
positioned to provide them. 
You're not protecting against AI 
- you're governing it.

The Governance Expansion Opportunity: Unlike other C-suite roles facing pure disruption, GCs have genuine 
expansion territory. AI governance needs legal leadership. The question is whether you claim it.



Action Planning: The AI Governance Question
The most important strategic decision for General Counsels isn't whether to adopt legal AI tools - it's whether to lead AI 
governance for the entire organization. This is expansion territory, not defensive positioning. Here's how to assess the 
opportunity.

Low 
Coordination

Low Oversight

High 
Coordination

High Oversight

Strategic 
Relationships - 

Cross‑functional 
partnerships

Leadership Clarity - 
GC mandate and 

governance vision

Accountability Posture 
- Roles, ownership, 

escalation

Current State - 
Existing AI policies 

and gaps

Current State
Does your organization have AI governance 
frameworks? If yes, who leads them? If not legal, 
understand why. If no frameworks exist, this is your 
opportunity.

Accountability Posture
What's your organization's algorithmic accountability 
posture? Are you reactive (responding to problems) or 
proactive (preventing them)? Legal should drive 
proactive governance.

Leadership Clarity
Where should legal lead AI ethics and policy? Not 
every AI decision needs legal involvement, but every 
AI deployment needs governance. Define your 
territory.

Strategic Relationships
Build relationships with technology leadership on AI 
governance. You're not the brake - you're the enabler 
of responsible innovation.

Position Legal as Proactive: The GCs gaining influence are those who position legal as proactive on AI, not just 
reactive on risk. AI governance is strategic territory - claim it before someone else does.



Your 90-Day Action Plan
Practical Steps to Shift Toward Purpose

Based on your task-to-purpose assessment, create a concrete plan to shift your time allocation. The goal isn't to 
eliminate task work immediately - it's to systematically reduce automatable work while expanding governance and 
judgment work. Here's a structured approach.

01

Weeks 1-2: Audit and Baseline
Document where your time actually goes (not where 
you think it goes)

Identify which tasks have AI capability scores of 4-5

List one concrete automation or delegation 
opportunity for each high-AI task

Share your findings with your leadership team

02

Weeks 3-4: Quick Wins
Implement one AI-augmented legal research tool

Delegate or automate one routine compliance task

Schedule first meeting with CTO/Head of 
Engineering on AI governance

Review your organization's AI inventory (what AI is 
being deployed)

03

Weeks 5-8: Governance Foundation
Draft initial AI governance framework (even if 
informal)

Identify algorithmic accountability gaps in current 
operations

Present AI governance proposal to executive team or 
board

Establish regular AI governance review cadence

04

Weeks 9-12: Strategic Positioning
Formalize AI governance committee with cross-
functional membership

Create board-level AI risk reporting framework

Identify external partnerships (legal tech, AI ethics 
organizations)

Reassess your task-to-purpose ratio - measure 
progress



Measuring Progress: Quarterly Check-Ins
Transformation doesn't happen through one-time assessment - it requires ongoing measurement and adjustment. 
Use these quarterly checkpoints to ensure you're making progress toward strategic legal leadership and AI 
governance ownership.

Task Work

Purpose Work

AI Governance

0 30 60 90
Q1 Baseline Q2 Target Q3 Target

Time Allocation Shift
Are you reducing task work and 
increasing purpose work each 
quarter? Target: 15-20% shift 
per quarter.

AI Governance Maturity
Do you have governance 
frameworks in place? Are they 
being used? Is legal leading the 
conversation?

Board Engagement
How often are you presenting AI 
governance topics to the 
board? Target: At least 
quarterly.

Cross-Functional Influence
Are other executives seeking your input on AI 
decisions before deployment? This indicates 
strategic positioning.

External Recognition
Are you being invited to speak, write, or advise on 
AI governance? External visibility reinforces internal 
authority.

The goal isn't perfection - it's directional progress. If your task work is decreasing and your governance work is 
increasing, you're on the right path.



Resources and Next Steps
This worksheet is part of a broader exploration of how AI is transforming C-suite roles. For deeper analysis 
specific to General Counsel careers, additional frameworks, and ongoing insights, explore these connected 
resources.

Article 5.5: General 
Counsel Career AI
The comprehensive analysis of 
how AI affects legal leadership, 
including detailed case studies, 
governance frameworks, and 
strategic positioning advice for 
GCs navigating this transition.

PURPOSE AUDIT™ 
Worksheet
The complete cross-functional 
framework for assessing task-
to-purpose ratios. Use this to 
compare your role 
transformation with other C-
suite leaders or to guide your 
direct reports.

AI Governance 
Community
Connect with other General 
Counsels leading AI 
governance efforts. Share 
frameworks, challenges, and 
best practices as this territory 
continues to evolve.

Continuing Your Transformation

This is not a one-time exercise. Your task-to-purpose ratio will continue to shift as AI capabilities advance and as 
your organization's AI adoption matures. Revisit this assessment quarterly. Share your findings with your 
leadership team. And most importantly, claim the governance territory that's emerging.

The General Counsels who thrive in the AI era won't be those who resist change - they'll be those who position 
legal as the strategic center of responsible AI adoption. You have the expertise, the judgment, and the ethical 
authority. The question is whether you'll claim the territory.



Your Commitment
Assessment without action is just interesting data. Transformation requires commitment. Before you close this 
document, make three concrete commitments about how you'll shift from task work to purpose work - and 
specifically, how you'll claim AI governance territory for legal leadership.

My Three Commitments

1. Task Work I Will Delegate or Automate:

_________________________________

_________________________________

2. Purpose Work I Will Expand:

_________________________________

_________________________________

3. AI Governance Initiative I Will Launch:

_________________________________

_________________________________

Timeline: I commit to taking action on these within 
_____ days.

Accountability: I will share this plan with 
________________________________.

Final Reflection

Legal leadership is expanding, not contracting. AI is 
creating as much new work as it automates. But the 
new work - AI governance, algorithmic accountability, 
data ethics - requires intentional positioning.

The General Counsels who wait for others to define AI 
governance will find themselves sidelined. The GCs 
who step forward and claim this territory will find their 
influence growing.

You have completed the assessment. You understand 
your current task-to-purpose ratio. You see the 
governance opportunity. Now the question is simple: 
What will you do about it?

"The best time to position legal as the enterprise AI 
conscience was two years ago. The second best 
time is now."

Make your commitments. Take action. And lead the 
transformation of legal leadership.


