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Generative Al is here, Agentic Al is
emerging, and foundational business
models are actively shifting.




2026 1S the year ot
worktlow dependency

Of organizations are
actively using GenAl (up
from 22% last year).

32%

Of current GenAl users
rely on the tools at least
weekly.
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Small firms adopt for immediate cost efficiency;
large enterprises focus on strategy

67% 43%

Small Firms: Show the highest adoption, automating  Large Enterprises: Further behind, hindered by
manual tasks to dramatically cut overhead. compliance, governance, and policy scaling.

“We cannot keep up with the modern-day corporations’ demands
unless we also develop and adapt our way of working.”

— Corporate General Counsel, Sweden
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Simply turning on the technology does not

guarantee time-to-value

3,

The Gap: The friction
point where most
firms stall.

Innovators:
Experimenting with
custom GPTs and
raw LLMs.

The Majority: Requires a structured
6-week internal adoption program
to achieve actual ROl and change
deeply ingrained habits.
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Al is moving out of the browser and into the
secure ecosystem

wn

External Al Embedded Al

Copying/pasting into a web Al living inside the secure firm network.

browser, risking data training. , ,
9 J e Microsoft Copilot embedded in M365
* Google Gemini integrated into Workspace

Core Benefit: Enterprise licenses ensure client data is never used to train public

models, keeping sensitive IP entirely within the firm's walls.



The next frontier: From thought partner to
autonomous team member

Generative Al Agentic Al
The Collaborator The Autonomous Operator
e Action: Creates new content based on e Action: Independently plans, reasons,
user prompts. and executes multi-step tasks.
e Use Case: Helps you write an emaill, e Use Case: Researches case law, drafts
summarize a document, or brainstorm the document, spots its own errors, and
ideas. revises without human prompting.
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Defining the automation spectrum

1. Robotic Process
Automation

The Hulk

Powerful but blind. Rules-based
execution for highly repeatable,
mundane tasks (e.g., bank
reconciliations).

2. Generative Al

Iron Man's Jarvis

The intelligent suit. A collaborative
thought partner that makes the
human operator smarter and faster,
requiring constant interaction.

3. Agentic Al

The Best Employee

Goal-oriented. Capable of
receiving an objective,
understanding context, and
executing a workflow end-to-end.

&1 NotebookLM



Multi-agent teams are already executing complex knowledge work
53% of organizations

’ Researcher Agent
are currently exploring '

or planning for | Formatting Agent
Agentic Al e

Agent

(Thomson Reuters)

\. Compliance Agent
Use Case: Professional Services Apprenticeship

A multi-agent team ingests coaching transcripts, cross-references curriculum, and
autonomously generates requlated compliance reports in minutes.
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Strategic Al application drives measurable productivity gains

2 3 % d ro p \/ Users complete more deep-focus

reduction in unproductive tasks work sessions.

Saved time is being reallocated

\/ to strategic thinking, not just
volume output.

42% of employees use the extra
time to increase overall work
quality.
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Real-world impact: Legal drafting
reduced from days to minutes

Before After
Multiple days spent on heavy manual drafting Routine writing tasks completed in minutes
for internal and client-facing documents. using embedded GenAl (Gemini).

Al hasn’t replaced the legal expertise; it has freed up the lawyer’s time to actually apply it.
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Real-world impact: IT support and ticketing
optimized at scale

e 30% faster ticket * Reduced operational ¢ Increased productivity g e
resolution. downtime. for human engineers ticket categorization and
- self-service chatbots to
handling complex drastically cut reliance on
human intervention for
edge-c:ases. mundane technical issues.

&1 NotebookLM



The ROI Blindspot: Adoption is outpacing measurement

‘ e The few metrics collected are highly
internal (e.g., cost savings, employee

E 0/ usage).
1 O e Almost no firms are tracking critical

external metrics like client
satisfaction, new business won, or
projected revenue generation tied to
Al.

Only 18% of organizations collect metrics
around the ROI of their Al tools.
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The client-firm disconnect creates strategic paralysis

Corporate Clients Outside Firms

Seeking cost-efficiency. 74% Fearing risk and revenue loss.
believe GenAl should be applied

to outside firm work.

40% of outside firm professionals

say they have received conflicting
direction from clients—told both to
use Al and not to use Al on projects.

“Firms are reluctant—they claim it would compromise quality
and fidelity. I think they are threatened by it.”

- Corporate Chief Legal Officer, USA.
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Al Governance 1s the most critical professional skill for 2026

* Public trust in ethical behavior is
declining while Al use rises.

e Courts and regulators are actively
issuing protocols for Al submissions.

» Improper use (hallucinations,
undisclosed Al content, data leaks)
creates existential reputational
consequences.

Risk
Management

» Governance frameworks must replace
ad-hoc experimentation.
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Breaking the traditional consulting pyramid

Traditional The 2026 Model

As Al absorbs the billable hours at the bottom of the pyramid, firms face immense pressure to
transition from hourly billing to value-based and outcome-based pricing models.



9

The rise of the highly leveraged ‘Influencer Consultant

» Senior experts will combine deep
personal branding with an army of
Al agents.

» Expertise is no longer limited by
human bandwidth or the need to hire
massive support teams.

* “Make my team incredible.” — Al
enables boutique firms and individual

Al |
Drafting \nalytics leaders to punch vastly above their

il weight class, directly challenging
legacy enterprise firms.
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The 2026 Playbook | Step 1: Establish
cross-functional governance

Appoint Al ambassadors across IT, Operations, HR,
and Legal.

Mandate Enterprise/Teams licenses to keep client data
out of public training models.
stakes deliverables.

Maintain transparent audit trails for all Agentic Al
decisions.

3 Establish human-in-the-loop workflows for all high-
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The 2026 Playbook | Step 2: Redefine talent and training

30%

of organizations still
have no structured Al
training in place.

* Move past basic prompt
engineering (which Al will soon
automate itself).

 Train for Al fluency: understanding
logic, designing multi-agent
workflows, and applying critical
human context.

* Protect saved time—reallocate
hours gained from automation
toward deep learning and strategic
thinking, not just higher volume.
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The 2026 Playbook | Step 3: Pivot the value model

Technological
Efficiency

The ultimate client question for 2026:
“What can you give me that technology
cannot?”

Proactively initiate Al conversations with
clients before they mandate cost cuts.

Shift commercial focus toward the uniquely
human differentiators: critical thinking,
Intimate subject matter expertise, complex
strategic planning, and relationship building.
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The 2026 Playbook | Step 4: Manage the adoption curve

© Treat Al integration as a profound cultural shift, not an IT software update.
@ |dentify your internal Innovators and task them with mentoring the Late Majority.

@ Deploy structured, iterative adoption programs (e.g., 6-week sprints) focused on
specific, measurable workflow improvements.
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Al does not replace the professional; it enhances them.

“The winners in an Al-enabled future will be
the professionals who have the strategic
clarity to use technology to augment their
expertise, elevating the human empathy and

relationship-building that set them apart.”




