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SLIDE 02  |  THE BASELINE

The Leverage Pyramid
How Big 4 Professional Services Generate Revenue & Margin

TIER ROLE BILLING RATE (USD/HR) HEADCOUNT RATIO

1 Partner $600 – $900 1

2 Director / Senior Manager $350 – $500 2–3

3 Manager $200 – $300 3–5

4 Senior Associate $120 – $180 5–8

5 Analyst / Associate $75 – $110 8–15

Revenue is generated at the base. Margin is extracted at the top.

The pyramid functions only when the base is cheap, plentiful, and productive.

Sources: AICPA Firm Economics Report 2024 | Vault.com Big 4 Billing Rate Survey 2024
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SLIDE 03  |  THE COMPRESSION EVENT

AI is executing
60–80% of

analyst-tier tasks.

✓ Financial Modelling & Variance Analysis

✓ Due Diligence Document Review

✓ Regulatory Compliance Mapping

✓ First-Draft Report Generation

✓ Data Aggregation & Benchmarking

44% 14%
of PS tasks automatable productivity gain at junior tier

Sources: Goldman Sachs Research 2023 | Brynjolfsson, Li, Raymond — NBER Working Paper 31161, 2023
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SLIDE 04  |  PHASE 1  |  2023–2025

Compress &
Automate

Analyst tiers reduced 30–50% across Tier 1 firms.

Gross margin expands 8–14 points per engagement.

Partner compensation holds. Bonuses increase.

Internal narrative: 'AI-augmented delivery.'

The paper looks clean.

FINANCIAL PROJECTION:

A $50M firm at 32% margin baseline expands to ~38–42% within 24 months of full Tier 5 AI substitution.

Sources: FT 'Big Four Accountants Cut Jobs as AI Takes Hold' Mar 2024 | Deloitte Insights 2024
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SLIDE 05  |  PHASE 2  |  2025–2027

Reprice &
Reposition

Mid-senior billing rates increase 15–25% sector-wide.

Narrative shifts: 'AI-enhanced senior advisory.'

Fewer people. Faster delivery. Premium justification.

Long-term clients absorb rate increases (switching costs).

New client acquisition begins to narrow.

FINANCIAL PROJECTION:

Revenue per partner increases. Total revenue may compress as lower-complexity mandates exit the pipeline.

Sources: Bloomberg Law 'Law Firms and AI: The Billing Hour Under Pressure' 2024 | AICPA 2024
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SLIDE 06  |  PHASE 3  |  2027–2028

Deepen Client
Intimacy

Partners carry direct client relationships.

Lean delivery teams. Less delegation.

'Relationship depth' becomes the stated competitive moat.

The pyramid has become a column.

Margins appear healthy. Rates are premium.

On paper — the model works.

The paper does not capture what happens next.

Sources: McKinsey Global Institute 'Independent Work' 2023 | MBO Partners 2024
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SLIDE 07  |  THE STRUCTURAL FAILURE POINT

The junior pipeline
was not a cost centre.

It was the relationship
formation engine.

74%
of professional services clients stay for the person — not the firm.

When firms eliminate the junior pipeline, they eliminate the relationship pipeline. The engagement manager has

no successor. The partner who exits takes the client — not to the next partner, but out of the ecosystem entirely.

Sources: Hinge Research Institute 'Professional Services Buyer Study' 2022 | Maister, Green & Galford 'The Trusted Advisor' 2000 | HBR 2021
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SLIDE 08  |  CONCLUSION

The billable hour
survives AI.

It does not survive
the relationship exodus.

INCUMBENT FIRMS INDEPENDENT ECOSYSTEM

$350–$500/hr

Institutional brand

Restructured pipeline

Assumed client loyalty

$150–$250/hr

Personal trust intact

AI-augmented delivery

Proven client relationship

Read the full Intelligence Note →  emboa.base44.app

Sources: MBO Partners 2024 | McKinsey Global Institute 2023 | Hinge Research Institute 2022
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