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INTRODUCTION
You've Already Built Something Real.

You have clients. Trust. Revenue. A reputation built on decades of showing up, in complexity, in grief,
in celebration. You are not starting from zero. You are at the point where the next stage of growth
does not come from working harder.

It comes from designing how you work.

And right now, Al is the most powerful leverage tool ever made available to a financial advisor. It
redefines what performance looks like and it is available to you right now.

This is not about
replacing advisors. It is

about separating the
ones who use leverage
from the ones who
become the bottleneck.

v

Making the best and most effective use of Multiplying your output through people,
your time, your team, and your expertise capital, and technology ,so your best
redirecting it toward the work that only hours go to the conversations that move
you can do. lives forward.
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CHAPTER ONE

The Shift No Advisor Can Ignore

ADVISOR EDITION -

2026

Al CHANGES THE SPEED OF EXECUTION BEFORE IT CHANGES THE

BUSINESS MODEL

You have heard this before ,probably more times
than you care to count. Al is going to change
everything. Al is going to replace advisors. Most of
the noise around Al is either breathlessly
optimistic or needlessly alarming, and neither
version is useful to an advisor managing real
clients in the real world.

So let us set aside the noise and look at what is
actually happening and what history tells us about
how this kind of shift plays out.

History Gives Us the Pattern

Every major technological shift of the last fifty
years has followed the same arc. The technology
appears. Early adopters gain a compounding
advantage. The rest of the market catches up. But
those who resist entirely ,not because they
evaluated it, but because they were too busy or
too comfortable ,fall behind permanently.

Excel didn't eliminate accountants. It eliminated the ones who refused to use it.
Bloomberg didn't eliminate portfolio managers. It separated the serious from the casual.

Al resets the bar for financial advisor performance in exactly the same way.
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What Is Actually Changing

The question that matters is not which Al tool to use. The question is: how does Al change the
definition of a high-performing advisor?

The answer is clear. The advisors who will pull ahead are the ones who use Al to simultaneously
compress preparation time, free their judgment for high-value decisions, and build systems that
produce consistent results regardless of who is in the building.

60-90 MIN 2x 10-12 HRS

saved per client more client per week returned to
meeting through Al- conversations when the work that actually
assisted preparation admin time is fulfils you
compressed

The advantage Al creates is not
static. It compounds. The gap

between advisors who adopt Al
and those who wait does not
close, it widens every quarter.
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CHAPTER TWO
The Cost of Being the Bottleneck

WHEN EVERY HIGH-VALUE HOUR GOES TO THE WRONG WORK,
THROUGHPUT DIES

You have seen this before. Maybe you are living it. Your practice runs through your head, your time,
and your availability. You have become the system. Knowledge lives in your head. Relationships
depend on your presence. Quality depends on your eyes.

The result is a practice that has the revenue of a senior advisor and the operating model of a solo
practitioner who cannot scale.

The Real Advisor Time Audit

When we ask senior advisors to honestly account for their time, the breakdown is consistently
uncomfortable:

Activity % of Time J:::::;ist? Al Can Help?
Meeting prep & research 20-30% Partially Yes
Notes & documentation 15-20% No Yes
Client follow-up & comms 15-20% Sometimes Largely
Compliance & admin prep 10-15% Rarely Fully
Deep advice & strategy 10-20% YES No ,this is the work
Key client relationships 5-10% YES No ,this is the work
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If one hour of your time generates $5,000 in

client value over the next decade, the opportunity
cost of spending it on admin is measured in
millions of dollars, not because of lack of
ambition, but because of structural inefficiency.

We Are at the Peak of the Information Age

The question is no longer which Al tool to use. The question is: how does Al enhance the discerning
use of knowledge to drive revenue and measurable results?

1950-70 1970-90
DATA INFORMATION
The gathering of facts. Organizing data into meaningful
form.
—
2010-30 «— 1990-2010
WISDOM KNOWLEDGE
The discerning use of knowledge. Understanding information and its
(Botkin & Harris) implications.
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CHAPTER THREE

The Two Layers of Al

ONE LAYER IS THE SYSTEM. THE OTHER IS HOW PEOPLE USE IT
EVERY DAY.

One of the most common mistakes advisors make when approaching Al is treating it as a single
category of tool. They either conclude that off-the-shelf tools like Claude or ChatGPT are sufficient
on their own, or they invest in a custom solution without building the daily habits that make it
effective.

"Off-the-shelf Al is a brilliant generalist. Custom Al is a specialist

trained on your practice. Both matter. They work best together.”

LAYER 1 — ADVISOR SYSTEM LAYER 2 — DAILY WORKFLOW AI

Custom / Integrated Off-the-Shelf Tools

e Built around your practice, your

Available immediately: Claude,
clients, and your workflows ChatGPT need only a subscription

e Connects to your CRM, planning tools, Used daily for meeting prep, case

and client data structuring, email drafting

e Runs automated prep, alerts, and Handles complex, context-rich tasks

summaries without prompting when given proper briefing

¢ Knows your pricing, language, and Adaptable to any situation ,not limited

client service standards to pre-built workflows

e Produces output in your voice and to Ideal for non-routine analysis and one-

your quality standard off strategic thinking

e Scales your best practices across your Low cost, immediate ROI, no

entire team implementation timeline required
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The Advisor Capability Pyramid

Al compresses the bottom layers of your capability pyramid and expands the top. Your job is to live at
the top .in strategic thinking, legacy planning, and deep relationship work that no algorithm can
navigate.

STRATEGIC THINKING
Life design, business succession, family governance, legacy
planning. This is where the best advisors live.

LEVEL 3 Seeing risks clients cannot see. Helping families navigate
ADVICE FRAMING complex decisions and trade-offs.

Establishing credibility, managing emotions, helping
clients make decisions. This layer becomes more
important with Al.

LEVEL 2
RELATIONSHIP BUILDING

LEVEL 1 Research, documentation, meeting notes,

. . eno
INFORMATION PROCESSING propgsal d.rafts. Historically 39 50% of
advisor time. Al collapses this layer.

Clients don't pay for
information. They pay for

clarity. Al gives you back
the time to deliver it.
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CHAPTER FOUR

Stop Asking Questions.
Start Assighing Work.

THE WIN IS NOT BETTER PROMPTS. IT IS BETTER WORKFLOW.

The single biggest reason Al underdelivers for advisors who try it is not the technology. It is the
approach. Most advisors treat Al like a smarter version of Google ,they ask short, context-free
guestions and get generic, marginally useful answers.

This is the equivalent of hiring a highly experienced analyst and asking them to fill in a form, instead
of briefing them fully on your client and giving them a real problem to solve.

"Don't ask Al a question. Give Al
a job. The advisors who
understand this distinction pull

away from everyone éelse in
their market.”
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The Four Levels of Al Usage

Level Approach Output Quality

Level 1 Ask a generic " . . - Generic ,requires
. . Summarize this client meeting e
Question question heavy editing
Level 2 Add background "Business owner, selling in 3 years, -
. . o Better ,still impersonal
Context on client summarize meeting
UHNW practice. Business owner,
Level 3 Full brief with 3;yj:(:rees)z;cc'):Osn:rirr::z:::f?g"y' Near-ready ,saves 30-
JobBrief  defined output _ - >um g 45 minutes
risks, opportunities, and next
steps.
. N s .
Level 4 T T Discovery — prep brief = meeting Complete wo.rkflow
— summary — follow-up — ,hours of work in under
Workflow outputs . . .
strategy memo ,all in one session 20 minutes

The Job Brief Framework

When building Al habits for yourself and your
team, the most valuable thing you can learn is
how to write an effective job brief. A good brief
includes five elements:
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Context: Who you are, what your practice focuses on, and the relevant background
on this client and situation.

The specific situation: Exactly what happened, what was discussed, what the
current status is, in precise detail.

with a clear next step.

Tone and constraints: How you want it to sound, what to avoid, any compliance
language or sensitivities.

1.

2.

3 The output you need: Be specific: not 'an email’ but 'a 150-word professional email
[ ]

4.

5 The purpose: What outcome you are trying to achieve,and what a successful output
[}

looks like.

EXAMPLE JOB BRIE: COMPLEX CASE PREPARATION

We are a UHNW advisory practice. Client is a business owner planning an exit in 3
years. Key concerns: corporate tax exposure, family dynamics, business succession,
and legacy planning for the next generation. | have attached our notes from the last
discovery meeting.

Please:

(1) Summarize the key planning gaps we identified,

(2) Flag risks we have not yet addressed,

(3) List 5 conversation topics for our next meeting in priority order, and

(4) Draft a 200-word pre-meeting email confirming what we will be discussing.

Tone:
Warm, expert, forward-looking. This client responds well to clear frameworks and
structured thinking.
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CHAPTER FIVE
Five Al Workflows for Financial Advisors

START WITH THE HANDFUL OF REPEATABLE PLAYS THAT PAY FOR
THEMSELVES

The following five workflows represent the highest-impact Al applications for financial advisors. Each
saves 30-90 minutes per use. At scale, across a team, that is thousands of hours per year returned to
high-value work.

Client Meeting Prep Workflow
From discovery notes to a complete strategy brief,before every meeting

® Discovery notes — Client profile — Al strategy brief =& Agenda — Meeting

Before Al, preparing for a complex client meeting meant hours reviewing notes,
running scenarios, and drafting agenda points. This workflow compresses that process
dramatically,allowing you to walk into every meeting with the depth of preparation that
was previously reserved for your most important clients.

SAMPLE BRIEF,MEETING PREP

We are a senior life insurance advisory practice serving UHNW families.

Client: [Name], business owner, age 58, married with 3 adult children, estate valued at approx.
$12M. Planning horizon: retirement in 4-5 years, estate transfer to next generation. Our last
meeting focused on buy-sell arrangements and key-person coverage.

Review the attached notes and prepare:

(1) A one-page strategy brief summarizing their situation and open planning gaps,
(2) 5 questions | should ask in our next meeting,

(3) 3 planning scenarios to present.

Tone: technical and confident. | will use this for myself,not to send to the client.
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Post-Meeting Follow-Up Workflow

From meeting notes to email, summary, and action plan,in minutes

o Raw notes — Aldraft &> Human review — Client email + action plan

Consistency builds trust. Clients who receive a clear, professional follow-up within 24
hours of every meeting feel cared for,even during the busy periods when your team is
stretched. This workflow ensures that the standard never drops.

Complex Case Structuring Workflow

From client data to scenarios, gaps, and recommendations

o Client data — Al analysis — Scenario options — Advisor judgment —
Recommendation

Al expands your thinking on complex cases,it does not replace it. Use Al to surface
coverage gaps, model scenarios, and stress-test planning assumptions. Your
judgment determines what goes to the client. Al ensures you have considered
everything before you walk in the room.

Client Communication System

Consistent, professional communications at every stage of the relationship

o Review triggers — Al drafts & Human review — Lifecycle emails — COI
updates

No more dropped balls. Whether it is annual review reminders, milestone
acknowledgments, or proactive updates, this workflow ensures that every client hears
from you,on schedule, in your voice, with the quality they expect.
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COl & Referral Strategy Workflow

From relationship map to outreach,systematic, not sporadic

® Network audit — Al analysis — Outreach drafts — Follow-up cadence —
Pipeline

This is where real growth lives. Your Centers of Influence, lawyers, accountants, family
offices, are your most valuable referral channel. Al helps you map your network, draft
high-quality outreach, and maintain the cadence that turns relationships into referrals.

T

WA
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CHAPTER SIX

What Advisors Will Say, And How to
Respond

MOST RESISTANCE IS FEAR WEARING A BUSINESS SUIT

Implementing Al in a financial advisory practice is not a technology project. It is a change
management project. The tools are straightforward. The human dynamics, the concerns, the
skepticism, the identity questions, are where adoption succeeds or fails.

"Resistance to Al is rarely about the technology. It

is almost always about identity, who you are, what
you control, and whether you remain relevant.”

Objections from Fellow Advisors

"Clients want a human advisor, not Al"

Correct, and that is exactly why Al matters. Your clients chose you for your expertise, reliability,
and the quality of your relationship with them. Al does not replace any of that. What it does is
free you to spend more time being human, in the conversations that matter, with the depth that
only you can bring. The advisors who lose clients are the ones who let them feel uninformed or
forgotten during busy periods. Al makes consistent, professional care possible even when you
are stretched.

Anchor to outcomes your clients already care about: trust, responsiveness, relationship depth.
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"l don't need help writing emails, that's not my problem"

You are right that writing a good email is not beyond you. The question is whether writing emails
is the best use of your time. The advisor with 30 years of experience and a book of UHNW clients
should not be spending Tuesday morning formatting follow-up notes. That work needs to get
done. Al can do it to a professional standard. Your three decades of experience is what reviews
it, catches anything that's not right, and makes the judgment calls that actually matter.

Reframe from replacement to amplification, your expertise is what Al serves, not what it

replaces.

"What if Al makes a mistake?"

It will. So will you. The workflow is: Al drafts, human decides, human sends. Al does not send
anything to clients, your team does. Every output goes through human review before it reaches
a client. In practice, this catches more errors than the current process, because reviewers focus
on accuracy rather than construction. The blank-page problem disappears. The quality floor
rises.

Clarify the human-in-the-loop model, Al produces, professionals approve.
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What to Say When Clients Ask About Al

"My son says | could use an app for this."

"He's right, for straightforward coverage, apps work well. What | give you is what happens when
life gets complicated: the estate structure, the conversation with your executor, the call at 2am.
No app shows up for that."

Validate the point, then anchor to irreplaceable complexity.

"Are you using Al? How do | know it's not making decisions for me?"

"Think about how a surgeon uses imaging technology. The MRI gives better information. But the
surgeon's judgment and accountability don't change. That's me. Al makes my preparation
sharper. The decision is always mine."

Reframe Al as a diagnostic tool, you remain the expert.

"I've seen robo-advisors. What's actually different?"

"Robo-advisors optimize for known variables in standard situations. | work in the unknown ones,
the family dynamics, the tax law shifts, the health event nobody planned for. After decades in
this work, I've lived through all of those alongside clients. That cannot be automated.”

Lead with experience as your strategic and irreplaceable advantage.
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CHAPTER SEVEN

Your 90-Day First Chapter

NINETY DAYS IS ENOUGH TO PROVE THE MODEL WITHOUT
DISRUPTING THE PRACTICE

The advisors who gain lasting advantage from

Al are not the ones who move fastest. They are

the ones who move most deliberately. They

start with a clear understanding of where the

highest-value opportunities are in their o
specific practice, implement one thing at a '

time, and measure the impact before moving _ l‘
to the next phase. ir\\
DAYS 1-30 DAYS 31-60 DAYS 61-90

1.Redirect recovered

1.Track your time honestly
for one week, every task

2.Circle everything that
requires no professional
judgment

3.Map your 3 highest-
volume repeating
workflows

4.Have your team test Al
on one real task each

5.Write down: what would |
do with 10 extra hours
per week?

1.Choose your single
highest-volume
workflow

2.Implement Al as the new
team standard, not an
experiment

3.Run 20 real client
interactions through the
new workflow

4.Tell clients: 'I've
upgraded how | prepare
for you.

5.Track time saved and
output quality

hours to next-gen
relationship building

2.Schedule top 10
household depth
conversations

3.Expand to a second
workflow using lessons
from the first

4. Measure: has your
Revenue per Client Hour
moved?

5. Name the personin
your network you will
bring along
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The Metric That Matters Most
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As you implement, the metric to track above all others is Revenue per Client Hour. How much revenue
is generated, on average, for every hour you spend in client-facing and client-preparation work?

An advisor who uses Al to redirect 10 hours per week away from admin toward deeper client
relationships, complex cases, and referral development will see that number move meaningfully over
12 months. The gap between those who act and those who wait does not close, it compounds every

quarter.

The Four Ways to Use Recovered Time

Next-Gen Relationships

Meet the children of your
top clients. Turn one-
generation trust into
dynasty-spanning
relationships.

Complex Cases

Pursue high-
premium, high-
complexity
cases that Al
can prepare but
only you can
close.

Referral Depth

Invest in COI
relationships,
lawyers,
accountants,
family offices,
that unlock the
next generation

of UHNW clients.

Legacy Planning

Offer governance
and family
advisory
conversations
your clients need
but never had the
depth to receive.

© THE COVENANT GROUP - CONFIDENTIAL

Page 19



REDEFINING PERFORMANCE IN THE AGE OF Al - THE COVENANT GROUP - ADVISOR EDITION - 2026

Al Will Not Make Great Advisors
Obsolete.

IT WILL MAKE THEM UNSTOPPABLE.

Al adoption in financial services is not a technology decision. It is a practice design decision. The
advisors who win will not simply adopt Al tools, they will redesign how they work, optimizing human
performance and leveraging Al to drive revenue and measurable results.

The advisors who combine judgment, deep relationships, and Al leverage will pull away from the field.
Not because they worked harder. Because they designed better.

Right now, most advisors are busy, productive,

respected, and quietly inefficient. Al does not fix
average advisors. It makes great ones dangerous.

Three Questions to Leave With

What is the one workflow in my practice where Al would free the most high-value
. time, and what would | do with that time?
If a competitorimplemented Al systematically over the next 18 months and | did
. not, what would that gap look like in revenue, client capacity, and talent?

How will | redesign my practice around optimizing human performance, and what
. role does Al play in that design?
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