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Foreword

Steve Hasker
President and CEO, Thomson Reuters

In its fourth year, our Future of Professionals report reflects how, today, the Al debate has evolved. Rather than whether Al
will shape professional work, it considers what organizations stand to lose if they fail to execute an Al strategy effectively.

Those risks are building faster than many leaders recognize. The leaders | speak to expect Al to deliver measurable
operational improvements, yet in many cases the usage of Al tools remains experimental. The Al tools are ready, but
growing adoption has not yet been matched by internal transformation, and the business process redesign required to
capture positive return on Al investments.

While many organizations we spoke with have articulated Al strategies, they are not reflected in the day-to-day experience
of their teams, and the expected improvements in quality, speed, and efficiency have not yet materialized; not because the
technology failed, but because the organization did not change around it. Closing that gap requires more than deployment.
It requires leadership, clear standards, and a willingness to truly evolve how work actually gets done.

This matters most where the stakes are highest. General-purpose Al tools, however capable they have become, are not
sufficient for fiduciary-grade work. Where outputs influence legal judgments, financial disclosures, regulatory filings, or client

BN 6 (R .
Al is a pOWGFfUl force multlpller, but the JUdgment: advice, “almost right” is simply not good enough. In the moments that matter, this means Al must be built on authoritative,
relationships and accountability remain human’ domain specific con.tent; rigorous privacy ar.wd.security; subject—mat.ter expertise; outputs that are trgnsparent and verifiable;

, ” and access to real-time human support. This is the standard we build to at Thomson Reuters, Fiduciary-Grade Al™, trusted
and that won’t Change. by one million CoCounsel users worldwide who understand that accountability matters most.

As we look ahead, it is my firm view that Al is more likely to accelerate demand for professional services than diminish it.
Al will accelerate new business formation, M&A activity, restructurings, and increase litigation and contracting activity.

In almost any future scenario, talent will continue to be the defining differentiator. Success in professional services has
always been built on assembling exceptional people to solve complex client problems. Al is a powerful force multiplier, but
the judgment, relationships and accountability remain human, and that won’t change.

Through the application of responsibly built Al, organizations can also enhance job satisfaction, well-being, and work-life
of professional_s Nnow use lack access to Al tools balance by using Al to automate mundane tasks, allowing more time and focus on serving their clients.

Al several times a week. specifically designed for
professional work, built on
verified professional content.
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Key findings

Al is embedded in professional work,
but the conditions to use it are not.

° 74% of professionals now use
74% Al several times a week.
Yet 41% lack access to Al tools
41% specifically designed for

professional work, built on
verified professional content.

Al-enabled value is now
a client non-negotiable.
78% of corporate clients say
receiving Al-enabled quality
78% improvements from the firms they
work with is very important or

essential. Yet just 6% say most or
all of their providers deliver it.

In the next 12 months, 32% will be
reconsidering relationships with

32% firms falling behind; among those
reconsidering, one-third estimate
more than $1million in annual
work is at risk.
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When organizations move slowly,
shadow Al fills the gap.

34% of professionals use Al
tools their organization hasn’t

sanctioned, in ways it can’t see,
a sign that adoption is outpacing

governance, and a quiet liability

for the organizations where
it’s happening.

The biggest Al gap isn’t technical,
it’s organizational.

Among professionals whose firm or department
has a named Al strategy, 35% say day-to-day
practice does not match it.

The most common reasons:
0% Tools aren’t in place

= People aren’t trained to
= work in the intended way

(I\ No shared understanding
@ of the plan

Simply having an Al strategy
produces materially better outcomes.

In firms and departments with

a named strategy, 66% of
N professionals say Al is meeting
or exceeding expectations for
- creating value at work.

66% 22% Where there is no active strategy,
that figure drops to 22%.

Organizations with lagging strategy
risk losing their top talent.

24% of professionals

experiencing an Al value gap is

considering leaving their current

organization within two years,

a significant liability, given the

estimated $232,000 replacement

cost per professional.

The greatest risk sits with mid-career
professionals: the most mobile and the most
operationally critical.

El Estimated $232,000 replacement
cost per professional

Al is reshaping how professional
judgment develops, and not evenly.

48% of professionals fear a
negative impact on independent
48% judgment development. Legal
professionals expect the timeline
to trusted judgment to extend by
nearly two years; tax professionals
expect it to accelerate by one.

e Access to professional-grade Al
is fast becoming a talent signal.
Among professionals using
professional-grade Al, 32%
would turn down a role that

didn’t offer it. Of those without
access, just 12% say the same.

Once professionals see what professional-
grade Al delivers, expectations change
and they won’t work without it.

© 2026 Thomson Reuters




@ @ e Foreword | Key findings | The profession under pressure | Imagine three futures | The gap between strategy and execution | The work ahead | About this report

© 2026 Thomson Reuters



@ @ e Foreword | Key findings | The profession under pressure | Imagine three futures | The gap between strategy and execution | The work ahead | About this report

Al adoption is widespread: 74% use Al tools several times a week and 44% rely on those tools multiple

times a day. But as it becomes more embedded in workflows, services, and expectations, Al is compounding

challenges that the fiduciary professions can’t afford to ignore.

1. Clients are already moving on

Al capability is now a procurement criterion. Among corporate clients who buy professional
services, 78% say it is very important, or even essential, to receive Al-enabled quality
improvements from the firms they work with. But just 6% say they’re getting this from most or
all of their providers. The vast majority are working with firms that have yet to deliver on the
value Al promises.

As aresult, 32% have either already reconsidered their relationships with firms they feel
are falling behind, or plan to do so within the next 12 months. Among those reconsidering,
a third estimate more than $1 million in annual work is at risk.

In-house departments face a similar pressure from leaders and internal stakeholders
who expect Al-enabled quality, speed, and insight. Failure to deliver may not show up as
immediately on the balance sheet; instead appearing as a quieter erosion of budget,
headcount, and influence.

o say it is very important, or even essential,
7 8 /o to receive Al-enabled quality improvements

from the firms they work with

of their providers

y
o say they are actually getting Al-enabled
6 /o quality improvements from most or all

they feel are falling behind

(o} o are reconsidering their
% % 3 2 /o relationships with firms

6 Future of Professionals Report 2026

2. The fiduciary standard

Ask professionals who bears responsibility when Al-assisted work
produces an error, and the answer is unambiguous: nearly half (47%)
say final responsibility lies with the individual professional themselves.
That instinct is consistent with the standards these professions have
always held, but it only holds when professionals have the tools to
back it up.

Professionals are clear about what their Al tools must do: safeguard
confidential data (96%), ground outputs in authoritative content
(94%), and produce reasoning that can be explained and defended
(90%). These are the minimum conditions for Fiduciary-Grade Al
systems built to meet the accountability standards of law, tax, audit,
and compliance, where errors carry real consequences. Yet two in five
professionals who use Al at work (41%) don’t have access to them.

What must Al tools do?

9 6 % safeguard confidential data
O ground outputs in
O authoritative content
o produce reasoning that can
O be explained and defended

These are essential conditions for
Fiduciary-Grade Al.

34%

A new industry baseline

Once professionals are familiar
with professional-grade Al, their

expectations change.

32% 12%

- I
of those without

who use it in their

current organization access to

would turn down professional-grade
arole that didn’t Al would turn down
offer it arole without it
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3. The professionals most likely to leave

When professionals are asked what Al value matters most to them, their priorities split almost evenly between
reclaiming time and finding greater meaning in their work. Only a few see financial incentives or career
advancement as a priority.

But this won’t always be the case. As Al continues to change what professional work looks like day to day,
expectations around recognition, progression, and pay will shift with it. When professionals start asking why
Al is delivering for their organization but not for them personally; one in four already experiencing that gap
expects to leave within two years.

Mid-career professionals are the most embedded Al users, the most influential in day-to-day operations, and
the most impatient with slow adoption, and are the most mobile. Almost three in ten would change jobs within
two years if Al fails to deliver the value they expect, and 14% are considering it within the next 12 months.

Atmost 3 1N 10 mid-career
FEII:I FEII:I FEII:I FEII:I I-I-:I>_| professionals would change jobs

within 2 years if Al fails to deliver
ngl ngl ngl I_El)_l I_I—:I)_l the value they expect

When experienced professionals leave, they take headcount, operational Al capability, and hard-won
industry experience with them. The risk exists as much for firms competing for partner-track talent as for
departments working to keep specialist expertise from moving to advisory roles or back into private practice.

The price of departure

2 60/ of those professionals
O consider leaving

within 2 years

More than nine in ten professionals
are experiencing some degree of
Al value gap. Among them, one

in four is considering leaving their
current organization within two
years. At an estimated $232,000
per replacement, this is significant
liability on the horizon.

1%

experience some
degree of Al
value gap

o

2 $232,000

per replacement
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4. A generation of disrupted development

The cost isn’t only measured in departures. When experienced professionals leave, they take with them the
mentorship and oversight that early-career development depends on. Seventy-one percent of professionals
believe early-career roles need structured support from experienced peers to develop the skills Al risks
displacing. Nearly half (48%) are concerned about Al's impact on independent judgment development and
learning through experience (45%), as well as mentorship quality (28%).

With this in mind, Legal professionals expect the timeline to trusted judgment to stretch by nearly two years
(1.7); tax professionals expect it to accelerate by one (1.0). The same technology is producing two different
pipeline problems, and neither shows up in adoption metrics until the damage is done.

Anticipated impact of Al on early career professionals

Negative Positive

Overall impact of Al
Development of independent
professional judgement

Ability to learn independently
through experience

Development of core
professional skills

Quality of mentorship and training
from more senior professionals

Variety of career paths open to
early career professionals

Creation of new Al
proficiency qualifications

© 2026 Thomson Reuters
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What happens next in professional
services depends on the choices firms

and departments make about Al.

To explore possible futures, we offer

three illustrative paths, drawn from how
professionals already describe where their
organizations are headed, where they believe
Al is, and where it should be taking them.

Each represents a different answer
to the same question:

in our profession

in our firm or department

in our work

9 Future of Professionals Report 2026

Five quick questions. Pick the option that most reflects your view: there are no right
answers, just better and worse fits for who you are and where you want to be.

c In three years’ time, | aim to be...

a. Recognized as a deeper expert, the person people
turn to for the calls Al can’t make.

b. Running a calmer, more responsive team that handles
far more without the recruitment strain.

c. Known for helping redesign how my organization or team works
from the ground up, with Al built into the core, not bolted on.

What | most want my firm or department
to be known for is...

a. Being the place people come for the judgment and expertise
that genuinely matter, not for routine output.

b. Being responsive and reliable, getting more done,
faster, consistently.

c. Being ahead of the curve, operating in a fundamentally
different way to anyone else in our space.

€ The right way to think about Al in my work is...

a. Al assists; humans decide. Judgment stays at the center.

b. Al and humans work side by side with Al handling routine
output, and humans reviewing and applying judgment
where it’s needed.

c. The system leads; humans apply judgment to what it
surfaces, not the other way round.

e My biggest concern about the next three
years is...

a.

That the craft gets hollowed out and that judgment, expertise,
and the human relationship stop being valued.

That we become the bottleneck: slow, expensive, and harder
to work with than we need to be.

That Al fundamentally changes the rules while we’re

still operating the old model.

The next generation of professionals in
my field will learn best by...

a.

Working on substantive problems from day one, with
Al compressing the learning curve so they build
judgment faster.

Taking on a wider range of work earlier, including
management and quality-assurance responsibility.
Building hybrid skills, part professional, part
technologist, for roles that didn’t exist five years ago.

© 2026 Thomson Reuters
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If you chose mostly A, then your strongest fit is... If you chose mostly B, then your strongest fit is... If you chose mostly C, then your strongest fit is...

Al to Elevate ™ Al to Scale <& Al to Reimagine %

“Human expertise at the center with Al “Productivity comes first and Al is primarily “Structural reinvention with Al at the core
delivering that expertise faster and more about doing more with less, increasing of operations, rebuilding from the ground
readily, commanding greater value.” capacity, responsiveness and consistency.” up to create new value.”




Al to Elevate

In an Elevate future, human expertise sits at the center of the proposition.
Al handles the groundwork so professionals can focus on the judgment,
relationships, and strategic thinking that command the greatest value.

What professionals envision from an Al-elevated future:

“We stop competing on cheap, basic “It amplifies senior legal expertise
tax prep. Instead, we can charge without removing accountability,
premium rates for real advice that allowing faster, more consistent advice
actually saves clients money, making while decisions remain clearly owned
the whole firm much more valuable.” by lawyers. It enables capability uplift
Tax/audit firm professional, United Kingdom across the team without turning
the function into a volume-driven

processing unit.”

General Counsel,
government legal department, Australia

The service proposition becomes about expertise and accountability over throughput.

For firms, this typically means routine tasks are automated, and the time released is reinvested in deeper,
higher-value engagement; fees hold or rise because the quality of what clients receive has genuinely
improved. For corporate and government departments, the parallel is doing more strategic work with the
same headcount: the function moves from cost center to strategic enabler, the in-house counsel who

shifts from contract review to commercial advisory, the tax director who moves from compliance to planning,
the public-sector legal team that takes on more governance and risk leadership without growing in size.

Early careers are built on substantive work from day one: Al compresses the learning curve, so junior
professionals develop judgment faster than the traditional route allows, though foundational experience
requires more deliberate design.

The trade-off: Elevate firms may serve a smaller market as price-sensitive clients go elsewhere; Elevate
departments may need to reframe their internal value story before the headcount conversation reaches
them. In both, newer professionals may find fewer opportunities to develop foundational experience the
traditional way. The path depends on a clear-eyed view of what your expertise is worth, and what work
is no longer worth doing in-house, or worth charging for at all.

il Future of Professionals Report 2026
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If Elevate is your future

You are among the 52% of professionals who prefer this path, the
largest group by some distance. Professionals who choose Elevate
tend to invest the time Al frees up in deeper, more complex work. They
are more likely than any other group to say their organization’s pace
feels about right, not because they lack ambition, but because quality
matters more than speed. They are daily Al users who want their
judgment to become more valuable, not redundant.

(" 52%
(o

of professionals

choose this path
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Al to Scale

In a Scale future, Al primarily addresses a capacity question. Volume increases.
Response times improve. Consistency is easier to maintain across a larger body
of work, without proportional headcount growth.

What professionals envision from an Al-scaled future:

“Capacity! The ability to compress “It delivers immediate, defensible value:
end of year compliance season into more capacity, better consistency,
a matter of a few months. Meaning happier teams, and lower risk —
no client needs to be told they have without overreaching on tech.”
to wait six months because we don’t Compliance Manager,

insurance company, United Kingdom

have capacity; the ability to do that
urgent job for a client without
working weekends.”

Tax/audit firm partner, New Zealand

For firms, particularly tax and audit, Scale answers a recruitment problem the profession has been wrestling
with for years: how to do more, when there are not enough qualified people to hire. For corporate legal,

tax and compliance departments, Scale answers a different version of the same problem: how to absorb
growing volumes of work the business is generating without growing the team to match. For government
legal departments, it is often about meeting public expectations on responsiveness and throughput within
fixed budgets that don’t move year to year.

Early careers develop through breadth: high exposure to varied work, with quality assurance and consistency
as the primary learning framework. Professionals oversee accuracy while Al handles routine output, enabling
mid-career professionals to take on management responsibility earlier than on other paths.

The trade-off: as Al capability spreads, the throughput advantage erodes, competitors and peer
departments catch up. Client and stakeholder relationships may become more transactional over time.
Individual professionals spend less time on routine tasks, freeing them in theory for more complex work,
though whether that promise is realized depends entirely on how the time is reinvested by the firm

or the function.

12 Future of Professionals Report 2026

If Scale is your future

Scale professionals are operationally embedded and delivery-focused

with 51% using Al multiple times a day. They are more likely to be
decision-makers, more likely to feel their organization is moving too
slowly, and more focused on consistency and throughput than on
reinvention. For Scale professionals, Al’s job is to clear the path

to more: more clients, more work, and more capacity without
sacrificing reliability.

$ 51%

of professionals
use Al multiple
times a day
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Al to Reimagine

In a Reimagine future, the question isn’t how to make current services or
functions faster or cheaper, it’s what Al makes possible that wasn’t before.
New client propositions for firms. New operating models for departments.
New definitions of what professional work even is. Reimagine organizations

are not optimizing; they are rebuilding.

What professionals envision from an Al-reimagined future:

“Freedom to practice creatively while
drawing increasingly upon nuanced
professional judgment and guidance.
| see the existing legal services model
as hopelessly broken.”

Law firm leader, United States

“Legal Ops will become a strategic
design function responsible for how
legal work is structured. This will
enable Legal Ops to expand influence
and visibility at the executive level”

Legal Operations professional,
manufacturing company, United States

For firms, Reimagine often shows up as new business models: subscription advisory, productized services,
Al-native practices that compete on something other than billable hours. For corporate and government
departments, it shows up as a fundamental rethink of what the function exists to do, risk teams providing
predictive risk intelligence, global trade teams ‘always-on’ trade intelligence, government legal teams
rebuilding justice delivery around continuous Al-enabled systems rather than paper-based processing.

Early careers look least like traditional professional development. Junior professionals move into hybrid
roles combining domain expertise with technology capability, in functions that are being rebuiilt rather

than optimized.

The trade-off: Reimagine carries the highest transition risk. New models, whether commercial or operational,
require sustained investment before they pay back. Clients and stakeholders may need to redesign how
they engage. Individual professionals who can adapt will find new roles opening up; those who can’t may

find themselves exposed.

13 Future of Professionals Report 2026

If Reimagine is your future

Reimagine professionals are the most ambitious and the most impatient:

61% use Al multiple times a day, 55% say their organization is moving
too slowly, and they are more than twice as likely as Elevate or Scale
professionals to rank financial and career advancement as their top Al
priority. They are also the most mobile and one in five is considering

a move within two years. They know what they want. The question is
whether their organization is moving fast enough to keep them.

7:%855%

of professionals say
their organization is
moving too slowly
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The three paths represent genuinely different futures with different
commercial models, different talent strategies, and different
definitions of professional value. Which one an organization
pursues matters. But the data is consistent on one point: the act
of choosing deliberately, and committing to that choice, produces
better outcomes than arriving at a path by default.

Future of Professionals Report 2026

The stakes are personal as well as organizational.

W
52% 31% 7%

@ of professionals @ of professionals of professionals
prefer Elevate as prefer Scale as prefer Reimagine
their personal their personal as their personal
future. future. future.

But 35% are working somewhere whose Al e nsk; e . (o]
approach does not match their own preference professionals are almost twice

— meaning the future of their work, skills, progression, as likely to be considering q %
and rewards is being shaped on someone else’s terms. leaving within 12 months. /

Most professionals identify with an
Al future:

=~ 51%

share a principled

o objection to Al in
8 / professional work,
o rather than a critique

of professionals of these visions
chose ‘none of specifically.
these’ paths

o3 90%

of professionals can see a future
in one of the three paths
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believe firms and departments will move through paths over see the paths working best as mutually exclusive commitments,
time as natural stages. For organizations on this trajectory, the to align people, processes, and investment behind a clear,
question is not which path to choose, but whether each stage is measurable goal.

being pursued with enough intentionality to fund the next.

“First master the tools to free up your time, then “Each path demands a totally different business
use that extra time to change the entire way model and skill set, so trying to do them all at
you do business.” once just guarantees operational chaos.”

Tax/audit firm professional, United Kingdom Director, tax/audit firm, Germany

369, —
© “You have to pick a lane because running a
sees the paths as approaches that separate parts of an uhav P use running

organization could pursue simultaneously. In larger, high-volume efficiency machine takes a
multi-practice firms, it's already the lived reality. completely different setup than a premium

consulting boutique.”

” . : VAT Audit Specialist, tax/audit firm, United Kingdom
Our commercial team would likely opt for

Reimagine given the type of work they do;
property would be more suited to Scale given The decision to take a path matters more than the specific
the volume of transactions; corporate M&A path you take.

would focus on Elevate.”
Is Al is meeting or exceeding expectations

for creating value?

66% "\ 22%
with named @ with no
Al Strategy Al strategy

Law firm leader, Australia
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The gap
between
strategy and
execution
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No matter which path organizations choose,
they face a shared challenge: Al strategy does
not easily translate into Al practice.

of professionals whose firm or department
\® has a named Al strategy say that strategy is

not visible in their day-to-day experience.

direction on Al at all. Together, around half
the profession is working in an environment
where the Al strategy on paper does not
match the reality of how the work is actually
getting done.

m say their organization has no strategic
|

When organizations fail to translate strategy
into practice, professionals must independently interpret what
Al is supposed to mean for their work, their career progression,
and professional accountability. Client and stakeholder
expectations for Al-assisted professional services aren’t met.
Junior professionals receive training that feels disconnected
from where their sector is actually heading. Unresolved, the
strategy-execution gap compounds the commercial, talent, and
pipeline risks already felt across the industry.

Future of Professionals Report 2026

Why strategies stall

Professionals are clear about why Al strategy breaks down
between leadership ambition and day-to-day execution.

The most common reasons:

47% I

The right tools or technology aren’t yet in place.

43% IS

People aren’t yet equipped or trained to work
in the intended way.

32%

The strategy hasn’t been translated into clear
operational priorities.

30% I

There is no shared understanding of the
strategy across the organization.

These barriers are not primarily technical. All four are change
management problems, the classic markers of a strategy
that has been articulated but not operationalized, and likely
familiar to anyone who has led or lived through large-scale
organizational change.
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Change management:
How to close the gap

@: Awareness: Does everyone know the plan?

Among professionals whose organization has an Al strategy that does not match day-to-day practice, 30%
An Al strategy needs a clear decision about what Al is for and what that means say there is no shared understanding of what that strategy means. The challenge is to help professionals

. ) ) derstand how th ted t te within the Al strategy through te, role-specific guidance.
in practice for how work gets done, how professionals develop, and how value understand how they are expected 1o operate within ne 74 stratedy trough Concre e, rofe-speciiic guidance
For example, on an Al to Elevate path, a senior legal associate’s role may shift toward interpreting Al-assisted

reaches clients and stakeholders. Without that clarity, even well-resourced outputs and advising clients on complex issues; on an Al to Reimagine path, they may be expected to take on
functions end up with high adoption rates and unresolved questions: what are we workflow design, technology oversight, or cross-functional coordination.
actua[[y trying to achieve, how will our peop[e grow, and what does our commercial The further strategy travels from leadership into day-to-day practice, the more clarity it loses. In larger

firms and departments, that gap opens across teams, practice groups, and management layers. In smaller
organizations, strategy can remain informal and implicit, understood by leadership but never fully articulated
to the professionals expected to operationalize it.

or operational model look like on the other side?

Closing the strategy-execution gap is an organizational challenge that needs
more than new Al tools or policies. But implementing Al strategy in professional

services carries a level of complexity and risk beyond most transformation 4 4 @
efforts; the technology touches nearly every aspect of professional work. What this means for What this means for
Furthermore, expectations around what Al can do — and the value it can create leaders professionals
for professionals, firms, and clients — are evolving faster than most organizational o )
. Make Al strategy concrete at the individual Develop a clear understanding of how your
structures were designed to accommodate. level by providing teams and roles specific role is changing within the organization’s
. . examples of how work should be carried broader Al strategy. That may mean
The ADKAR framework (Awareness, Desire, Knowledge, Ability, and out. Explain which capabilities are your proactively seeking clarity from managers
Reinforcement) is an established, practical lens for understanding why strategic priority, and define where Al and identifying which capabilities are
Al strategies get lost in translation, and where to focus to close the gap. should augment workflows, where human becoming more valuable as Al takes on
judgment remains essential, and how more routine work. Anticipating where
quality will be evaluated. Professionals the organization is headed, and preparing
should be able to articulate exactly where early, will matter more as Al strategies
and how their work is changing. reshape how professional value is defined
and delivered.
@
o N AN J
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Q Desire: Do they want to get there?

@ Knowledge: Do they know how to do it?

Nearly half of professionals say their organization’s Al direction does not align with their personal preference,
and those professionals are twice as likely to be thinking about leaving within the next year.

Professionals can support an Al strategy they did not personally choose, but they are more likely to engage
when leaders speak openly about why they believe their Al strategy is the right one, acknowledge trade-offs
honestly, and demonstrate commitment to helping professionals build the skills they need to succeed.

The messenger matters too. Direct managers and colleagues influence whether professionals see the
strategy as credible and worth pursuing far more than formal communications do. A senior professional who
visibly puts Al strategy into practice and speaks openly about what has changed in their own workflow will do

more to build trust than any top-down campaign.

leaders 7

Equip managers and senior practitioners to
have honest, ongoing conversations about
how the Al strategy connects to individuals
professional goals and long-term career
development, not just organizational
objectives. Those conversations should
allow professionals to raise concerns, ask
questions, and articulate what they need in
order to see a place for themselves in the
organization’s future.

s

: [
What this means for

-
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What this means for r

professionals VN

As Al reshapes the nature of work, develop
a clear view of what you want from your
career and how closely that aligns with
your organization’s Al direction. Where
there is a mismatch, raising it openly may
help identify where additional guidance or
support could bridge the gap.

Among professionals experiencing a strategy-execution gap, 43% say it is because people are not equipped
or trained to work in the intended way. The question is rarely whether training exists, but what that training

was designed to build.

Most Al training programs teach what the tools do. They rarely teach the harder and more valuable skills:
knowing when to trust Al output, when to verify it, and when to override it. That judgment layer is what
professional accountability depends on and it is developed through hands-on practice and proximity:
reviewing Al-assisted work alongside experienced practitioners, evaluating Al outputs within defined
guardrails, and having the opportunity to challenge, validate, and explain Al-assisted reasoning in

real-world contexts.

leaders VN

Treat Al training as more than a technical
exercise. Create opportunities for
professionals to develop judgment through
reviewing Al-assisted work, understanding
where errors are likely to emerge, and
learning when human expertise should
override the technology. That may require
more supervised review, greater exposure
to edge cases, and clearer guidance on
how Al-assisted work should be validated
before it reaches clients, regulators, or
other stakeholders.

: [
What this means for

What this means for r

professionals VN

Focus not only on learning how to use Al
tools, but on developing the judgment

to use them responsibly. That means
understanding where tools tend to fail,
asking how outputs were generated, and
paying close attention to how experienced
colleagues validate Al-assisted work. As Al
becomes more embedded in professional
workflows, the ability to evaluate reasoning,
apply context, and explain decisions clearly
may matter as much as technical fluency.

© 2026 Thomson Reuters
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Ability: Can they do it in practice? 'Z

Reinforcement: Will the change stick?

Even where firms and departments have invested in Al tools, adoption remains uneven. Among professionals
who have been given access to professional-grade Al, 18% are not currently using them; of those with access
to enterprise-level Al tools, this rises to 21%.

Al adoption tends to follow a predictable arc: early enthusiasm gives way to a quieter period of disappointment
and reversion to old ways of working before genuine capability begins to build. Reinforcement is the work that
determines whether organizations navigate that middle period or mistake it for the end of the journey.

Access is not ability. Different paths place different demands on professionals: an Al to Scale model requires
teams to manage larger volumes of Al-assisted work while maintaining consistency and quality control;
using Al to Elevate places greater emphasis on judgment, advisory work, and critical review of Al-generated
outputs. Organizations need to build the right capabilities before those expectations become embedded in
day-to-day delivery.

Closing the strategy-execution gap is not a one-time fix. A law firm pursuing an Al to Elevate model will
struggle to shift professionals toward higher-value advisory work if performance management still rewards
hours spent on routine production tasks. An accounting firm pursuing an Al to Scale will meet resistance if
professionals are expected to handle significantly larger volumes of Al-assisted work without corresponding
changes to workflows, staffing, or quality control. Day-to-day systems and structures must reinforce the Al

-

What this means for
leaders

Ability is ultimately about whether
professionals are set up to succeed in

the organization’s chosen Al model. That
requires building organizational capability
alongside adoption: redesigning workflows,
redefining role expectations, creating
clearer quality-control processes, and
ensuring professionals have the opportunity
to practice working within Al-enabled
delivery models before those expectations
become business-critical.
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What this means for
professionals

Pay close attention to how performance
expectations are evolving. Different Al
paths will reward different capabilities over
time and professionals who can recognize
where their organization is headed and
adapt before those expectations become
formalized requirements will be better
positioned as Al becomes more embedded
in practice.

strategy rather than undermine it.

-

What this means for
leaders

Measure behavior change, not adoption
rates. Ask whether professionals can
describe something they now do differently
because of the Al strategy — and

whether the systems around them make
that change sustainable. Performance
frameworks, billing models, career paths,
and workflows all send signals about what
the organization actually values. If those
signals contradict the stated strategy, the
strategy will lose.

-

©

What this means for
professionals

Make new ways of working the default. That
means actively looking for opportunities
to apply Al in day-to-day work rather than
reserving it for lower stakes moments and
forming habits before they are required
rather than after. Find (or build) a peer
group of colleagues working through the
same challenges to share what is working
and what isn’t to help changes stick

after formal training. The habits that hold
under pressure are the ones practiced
consistently when the pressure is off.
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The work
ahead
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The most useful starting point, whether you lead a firm, an in-house function, or a team within one, is not
asking whether you have an Al strategy. Instead, it is asking how well each of the conditions for making
it work is actually in place. Professionals can absorb imperfect strategies; what they cannot absorb is the

gap between what is promised and what is delivered.

For individuals, the same logic applies at a personal level: Which of the five conditions is genuinely absent
for you? Naming the right gap shifts the question from “Is my organization doing enough?” to “What do |
need, and how do | get it?”, opening a conversation specific enough to lead somewhere.

Five questions to answer honestly

Is your Al strategy legible at the individual Are mid-career professionals, your most
level, can people describe what it means operationally critical cohort, aligned with
for how they work this week? the path you are on?

What deliberate investment is your firm or
department making in the development
of professional judgment, given Al is
reshaping the conditions for it?

Where is shadow Al filling the gap that
your strategy hasn’t reached, and what
does that tell you?

What proportion of your professionals No single finding in this report describes a crisis. The commercial
have access to professional-grade tools pressure, the talent risk, the execution gap, the pipeline problem:

dh £ th ho d each is individually manageable. But together, they describe a
2l LI/ SN B el profession where Al is driving change faster than most firms and

actually using them? departments were built to handle.

The profession that emerges from this period will look different
from the one that entered it. Whether the people doing the work
share in that difference, or simply enable it for others, is up to the
choices being made and the gaps being closed, right now.
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About this
report

About this research

The findings in this report are based on a global survey of 1,816
professionals across law, tax, audit, accounting, compliance, risk,
and global trade, conducted in March—-April 2026. Respondents
span private practice firms as well as in-house corporate and
government departments across 62 countries.
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Thomson Reuters

Thomson Reuters (TSX/Nasdag: TRI) informs the way forward by bringing together the trusted content and technology

that people and organizations need to make the right decisions. The company serves professionals across legal, tax, audit,
accounting, compliance, government, and media. Its products combine highly specialized software and insights to empower
professionals with the data, intelligence, and solutions needed to make informed decisions, and to help institutions in their
pursuit of justice, truth, and transparency. Reuters, part of Thomson Reuters, is a world-leading provider of trusted journalism
and news.

For more information on Thomson Reuters, visit tr.com and for the latest world news, reuters.com.

Thomson Reuters

The Thomson Reuters Institute brings together people from across the legal, corporate, tax & accounting and government
communities to ignite conversation and debate, make sense of the latest events and trends and provide essential guidance
on the opportunities and challenges facing their world today. As the dedicated thought leadership arm of Thomson Reuters,
our content spans blog commentaries, industry-leading data sets, informed analyses, interviews with industry leaders, videos,
podcasts and world-class events that deliver keen insight into a dynamic business landscape.

Visit thomsonreuters.com/institute for more details.
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