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117-114-D  The Cognitome Consultant: The Future of Expertise 
When Intelligence Becomes Abundant, Accumulated Cognition Becomes Scarce 

 
 
 
1. The Golden Age of Traditional Consulting Is Ending 
For decades, professional consulting rested upon a powerful economic asymmetry: 

• The consultant knew things the client did not know. 
• Consulting firms accumulated frameworks, methodologies, benchmarks, industry knowledge, 

experienced practitioners and armies of analysts capable of finding and synthesizing information. 
• A senior executive confronted with an unfamiliar problem could reasonably conclude: 
• Someone at McKinsey, BCG, Deloitte, Accenture, PwC or EY has probably seen this before. 
• That institutional memory had enormous economic value. 
• The consulting pyramid emerged around it: 

 
• Knowledge was scarce. 
• Analysis was expensive. 
• Synthesis required humans. 
• Producing a competent 80-page analysis could consume hundreds or thousands of professional 

hours. 
• Large Language Models fundamentally disturb this economic structure. 

 
2. Intelligence Is Becoming Abundant 
Consider what a competent executive can already ask an LLM: 

• Explain an unfamiliar industry. 
• Analyze a competitive market. 
• Construct an issue tree. 
• Challenge a strategy. 
• Compare operating models. 
• Develop scenarios. 
• Analyze financial statements. 
• summarize technical literature. 
• identify implementation risks. 
• draft an executive presentation. 
• argue both sides of a decision. 

 
Much of what once required a competent $300-per-hour consultant can increasingly be performed 
interactively. 

• The user doesn't merely receive an answer. 
• They can say: 

I don't understand that. Explain it differently. 
• Then: 

Challenge your own conclusion. 
• Then: 

Now examine it as a systems engineer. 
• Then: 

What assumptions are we missing? 
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• Then: 
Build the board presentation. 

• The marginal cost of another round of cognition is collapsing. 
• That does not mean expertise has become worthless. 
• It means something subtler: 

 
 
3. The Consultant's Product Must Therefore Change 
The old consultant effectively sold: 

 
Knowledge + Experience + Analytical Labor 

 
The emerging consultant needs something harder to reproduce. 
That something may be the: 

Private Cognitome 
A Cognitome is not merely a collection of documents. 
It is an accumulated domain-specific cognitive structure containing: 

• concepts, 
• terminology, 
• hypotheses, 
• causal relationships, 
• frameworks, 
• cases, 
• failures, 
• counterexamples, 
• simulations, 
• decision heuristics, 
• observations, 
• proprietary data, 
• competing explanations, 
• unanswered questions, 
• lessons from previous engagements. 

 
Most importantly, it contains the relationships among them. 

• A library contains information. 
• A Cognitome increasingly represents: ‘How an expert has learned to think about a domain’. 

 

A Cognitome is the accumulated body of knowledge, reasoning, experience, relationships, 
hypotheses, and learned insights that develops when a human and AI think together persistently 
around a domain. It resembles Napoleon Hill’s “Master Mind” idea—a combination of multiple minds 
producing knowledge and insight that no single participant possessed independently—except the 
participants can now include humans, AI models, research papers, simulations, data, and 
accumulated prior reasoning. A Cognitome is therefore not simply what its participants know; it is what 
the persistent collaboration among them has learned. It is an emergent mind where 2 + 2 is greater 
than 4. 
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4. The New Consulting Unit 

 

 
 

• This combination could possess extraordinary cognitive leverage. 
• One exceptional specialist might eventually perform work that previously required an entire 

consulting team. 
• That does not eliminate humans. 
• It moves the human upward in the cognitive stack. 

 
5. The Critical DiGerence: Using an LLM vs Growing With an LLM 
Millions of professionals will have access to excellent models. 
Therefore: 

 
 
Two consultants might use precisely the same frontier model. 
Yet their capabilities could be radically different. 
Consultant A 

• Opens a fresh conversation. 
• Asks intelligent questions. 
• Receives excellent answers. 
• Produces good work. 

Consultant B 
• Has spent eight years developing a specialist Cognitome with that cognitive ecosystem. 
• Thousands of papers have been interrogated. 
• Hundreds of cases incorporated. 
• Failed hypotheses retained. 
• Contradictions catalogued. 
• Models refined. 
• Client experiences assimilated. 
• Domain terminology stabilized. 
• Causal structures continuously reconsidered. 
• Consultant B isn't merely using AI. 
• Consultant B and the Cognitome have been learning together. 

That difference may become enormous. 
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6. Cognitome Enrichment Changes the Economics of Expertise 
Traditional expertise accumulated slowly. 
A consultant might attend: 

• conferences, 

The Interaction Is the Accelerant 
 

Early in 2023, as a 61 year old ‘LLM baby’, I formed a simple hypothesis: (Ashish + ChatGPT) would 
not produce the same result as (Chris + ChatGPT). The AI might be identical, but each human would 
bring a different lifetime of knowledge, experience, intuition, questions and mental models to the 
interaction. I thought of ChatGPT primarily as a knowledge amplifier—it would amplify whatever 
intellectual raw material the human brought to the table. 
 
By August 2026, as a 63 year old ‘LLM toddler’, I would revise that hypothesis substantially. The 
more interesting equation is (Ashish + ChatGPT + a mountain of productive interactions) ≫ (Ashish 
+ ChatGPT). Thousands of interactions do not merely produce thousands of answers; they create 
terminology, connect previously unrelated ideas, preserve discoveries, challenge hypotheses, 
generate new questions and provide scaffolding for the next round of reasoning. The human and AI 
are ingredients, but persistent productive interaction is the accelerant—and the accumulated 
intellectual structure produced by those interactions is the Cognitome. 

 

Millions of Tokens and the Cognitome 
 
Millions of tokens can be thought of as a rough measure of the interaction volume from which a 
Cognitome grows—but volume alone is not enough. Millions of disconnected tokens may produce 
little lasting intellectual value. What matters is that the interactions repeatedly revisit, challenge, 
extend, connect and refine an evolving body of thought. Millions of tokens measure the mountain; 
compounding productive interactions explain why the mountain matters. 
 
The important transition occurs when human-AI interaction stops being merely transactional and 
becomes cumulative. Each productive interaction can inherit concepts and insights from earlier 
ones and contribute something useful to those that follow:  
 
Human + AI + millions of compounding interaction tokens → Cognitome. The human and AI provide 
the cognitive ingredients, but persistent productive interaction is the accelerant—and the 
accumulated structure created through those interactions is the enduring intellectual asset. 
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• seminars, 
• university courses, 
• client engagements, 
• professional meetings. 

They might consume: 
• books, 
• journals, 
• podcasts, 
• research reports, 
• presentations. 

This was enormously valuable. 
But enrichment was constrained by: 
 

 
 
A professional could spend thirty years developing expertise and still forget enormous portions of what 
had been learned. 
 
7. The New Enrichment Loop 
The Cognitome Consultant can potentially operate differently. 
Imagine discovering a new research paper at breakfast. 
Instead of merely reading it, the consultant asks: 

• What is genuinely new here? 
• Which existing Cognitome concepts does this strengthen? 
• Which does it contradict? 
• Have we encountered this mechanism elsewhere? 
• Does this invalidate an earlier hypothesis? 
• What adjacent disciplines have studied something similar? 
• What experiment could falsify this conclusion? 
• Which previous client problem should now be reconsidered? 

The paper passes through: 



STABILITY ENGINEERING – Volume 9 
 

www.manhattanproject20.com 
 

6 

 
The paper has not merely been read. 
It has been metabolized into the Cognitome. 
 
8. Assimilation Velocity Becomes a Competitive 
Advantage 
• This may be more important than information access. 
• The Internet already gave consultants unprecedented access to  
 information. 
• LLMs introduce something different: 

 
 
The bottleneck moves from: 
• Can I find the information? 
 
toward: 
• How quickly can I understand its significance relative to everything I  
 already know? 
 
That is a profound transition. 
• A specialist who once assimilated perhaps several dozen meaningful  
 intellectual contributions each year may eventually metabolize hundreds 
 or thousands. 
• Not necessarily superficially. 
• The machine assists with comparison, retrieval, synthesis and 
 connection. 
 
 

9. Intellectual Compound Interest 
Now something fascinating happens. 
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A richer Cognitome possesses more concepts against which new information can be interpreted. 
Therefore: 

 
 
The more developed the Cognitome becomes, the greater its potential ability to recognize significance in 
newly encountered information. 
Expertise begins exhibiting something resembling:  

 
 
The consultant no longer merely accumulates knowledge. The consultant compounds cognition. 
 
10. Memory Changes Too 
Human experts have always possessed something extraordinary: 

• intuition produced by accumulated experience. 
• But biological memory is imperfect. 
• A fascinating observation from 2018 may disappear. 
• A failed client experiment from 2022 may become fuzzy. 
• A conference presentation from 2016 may survive only as an old PowerPoint buried somewhere. 
• The Cognitome can potentially preserve these intellectual artifacts and their significance. 
• Therefore: 

 
• creates something qualitatively different. 
• The objective isn't to replace human memory. 
• It is to prevent valuable cognition from continually evaporating. (Refer to next chapter 117-115-D 

: The Cognitome Prosthetic ) 
 
11. The Death of Slideware as Institutional Memory 

• Traditional consulting firms accumulated enormous quantities of slideware. 
• This became a primitive institutional memory. 
• Somewhere in the firm: 

o There is probably a deck about that. 
o Someone searches. 
o Finds an old presentation. 
o Copies six slides. 
o Updates the colors. 

• The Cognitome changes the unit of knowledge preservation. 
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12. The Cognitome Is Not Merely RAG 
This distinction matters. 
A sophisticated document-retrieval system is useful. 
But: 

 
 
RAG asks approximately: 

What relevant information have I previously stored? 
 
A mature Cognitome should increasingly support questions such as: 

• How has my understanding of this problem evolved? 
• Which hypotheses survived evidence? 
• Where are the contradictions? 
• What relationships recur across cases? 
• What do we currently believe—and why? 
• Where is our confidence weak? 
• Which unanswered question would most improve the theory? 

That is much closer to an evolving intellectual system. 
 
13. Cross-Domain Exploration Becomes Cheap 
This produces another extraordinary change. 

• Historically, specialization created a trade-off. 
• The deeper someone traveled into one field, the less time remained for exploring others. 
• LLMs dramatically reduce the cost of intellectual excursions. 

An expert in AI systems might spend a morning exploring: 
• cardiac electrophysiology, 
• freight-train dynamics, 
• seismic engineering, 
• air-traffic control, 
• electrical-grid stability, 
• ecology. 

 
The Cognitome can ask of each excursion: 

• Does this domain contain a mechanism relevant to my own? 
• Most excursions produce little. Some provide useful metaphors. 
• Occasionally one exposes an unexpectedly deep structural analogy. 
• The cost of searching for those connections has collapsed. 

 
14. The T-Shaped Consultant Becomes Something More 
Consulting once prized the T-shaped professional: broad knowledge across many subjects with deep 
expertise in one. 
The Cognitome Consultant might become something closer to: 

 
 

• The consultant remains deeply specialized. 
• But the LLM continuously helps scan adjacent intellectual territories for relevant mechanisms. 
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• This creates enormous lateral reach without requiring the human to become an expert in 
everything. 

 
15. The Knowledge-Superpower 

• We should define carefully what this new "knowledge-superpower" actually means. 
• It does not mean: 

o The consultant knows everything. 
o That would be neither credible nor desirable. 
o It means, the consultant can continuously learn without continually losing what was 

previously learned  
o And: 
o The consultant can interrogate new information against a progressively richer 

accumulated cognitive structure. 
• That combination is historically unusual. 
• The superpower is therefore not infinite knowledge. 

It is: 

 
 
16. The Consultant's Moat Changes 
Traditional consulting moats included: 

• brand, 
• recruiting, 
• methodology, 
• partner relationships, 
• proprietary benchmarks, 
• global staffing, 
• institutional reputation. 

 
Some remain powerful. 
But an individual Cognitome Consultant can develop another kind of moat: 

 
 

• Competitors may purchase the same model tomorrow. 
• They cannot purchase ten years of carefully structured learning tomorrow. 
• They can copy documents. 
• They can imitate terminology. 
• They can reproduce frameworks. 
• But reproducing the thousands of intellectual interactions that produced a mature Cognitome is 

much harder. 
 
17. This Creates Cognitive Path Dependence 

• The Cognitome becomes path-dependent. 
• Two experts could begin with the same LLM and same hundred papers. 
• Ten years later, their Cognitomes may be radically different because they: 

o asked different questions, 
o encountered different cases, 
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o pursued different anomalies, 
o rejected different hypotheses, 
o built different simulations, 
o noticed different connections. 

• Thus the Cognitome begins expressing something analogous to an intellectual fingerprint. 
• The human remains important precisely because the human chooses: 

o What is worth wondering about? 
 
18. Curiosity Becomes More Valuable, Not Less 
This is an important consequence of AI. 
If answers become inexpensive, the scarcity shifts toward: 

 
 

• The Cognitome Consultant's distinguishing ability may therefore be curiosity. 
• Something ordinary happens. 
• Everyone else ignores it. 
• The specialist thinks: 

o Wait. Why did that happen? 
o That question launches an investigation. 
o The LLM accelerates it. 
o The Cognitome preserves it. 
o Months later another observation connects to it. 
o Eventually a new theory emerges. 
o AI therefore may increase the economic value of intellectual curiosity. 

 
19. Experience Still Matters 

• This future does not eliminate real-world experience. 
• Quite the opposite. 
• A Cognitome built exclusively from generated text could become an extraordinarily elaborate 

echo chamber. 
• Reality must continuously push back. 
• Therefore the strongest Cognitome enrichment loop contains: 

 

       

 
 
The Cognitome must be allowed to discover that its theories were wrong. 
 
20. Failed Ideas Become Assets 
Traditional professional culture often hides failed ideas. 
The Cognitome should do the opposite. 
A hypothesis tested and disproven is valuable cognition. 
A client intervention that unexpectedly failed is valuable cognition. 
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A forecast that proved wrong is valuable cognition. 
Therefore the Cognitome should preserve: 

 
 
Over time, it develops not merely a record of conclusions but a history of intellectual correction. 
That may be one of its most valuable assets. 
 
21. One Consultant Could Become a Micro-Institution 

• This may have enormous implications for the consulting industry. 
• Historically, institutional cognition required institutions. 
• A firm needed thousands of employees to accumulate broad experience. 

But imagine: 

 
 
A single specialist—or a boutique of ten specialists—could possess extraordinary effective cognitive 
capacity. 

 
 
22. The Consulting Pyramid Could Flatten 

• The traditional pyramid existed partly because cognition required labor. 
• Analysts researched. 
• Consultants analyzed. 
• Managers synthesized. 
• Partners interpreted and communicated. 

 
 
23. General Consulting Faces the Greatest Pressure 

• This suggests an asymmetry. 
• The more generic the consulting proposition, the more exposed it may become. 
• "We can analyze your market."   Commodity. 
• "We can develop a generic AI strategy."  Increasingly commodity. 
• "We can summarize industry best practices." Commodity. 
• But: 
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• "We have spent twelve years building a Cognitome around a narrowly defined class of problems, 
including proprietary cases, simulations, failures and diagnostic models." 
Much harder to commoditize. 
 

 
 
24. Consulting Could Become More Craft-Like Again 

• There is an irony here. 
• AI is an industrial technology. 
• Yet it may partially de-industrialize consulting. 
• The enormous knowledge factory becomes less necessary. 
• Small expert practices become viable again. 
• A future client may seek not: 

a famous consulting company 
• but: 

the world's best Cognitome for this particular problem. 
• That resembles seeking a celebrated surgeon, architect or specialist engineer. 
• The premium moves from organizational scale toward depth of cognitive specialization. 

 
25. Cognitome Reputation Could Become an Asset Class 

• Eventually professional reputation might attach not merely to the consultant but to the 
Cognitome. 

• Imagine hearing: "Their semiconductor supply-chain Cognitome has been continuously 
developed for fourteen years." 

Or: 
• "That firm's hospital-operations Cognitome has incorporated 600 transformation programs." 

Or: 
• "Their autonomous-system stability Cognitome contains the deepest known library of observed 

cascade signatures." 
 
The Cognitome itself acquires: 

• provenance, 
• history, 
• reputation, 
• specialization, 
• demonstrated outcomes. 

It becomes cognitive capital. 
 
26. The Cognitome May Outlive the Consultant 

• Traditional expertise has a melancholy property. 
• A brilliant practitioner retires. 
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• Much of their tacit knowledge disappears. 
• The Cognitome introduces another possibility. 
• If carefully governed, decades of accumulated reasoning could survive the professional career 

that created it. 
• The human may retire. 
• But the intellectual structure remains available to: 

o students, 
o successors, 
o institutions, 
o research teams. 

• The Cognitome becomes a form of professional inheritance. 
 
27. This Raises Serious Governance Questions 
That possibility also creates difficult questions. 

• Who owns the Cognitome? 
• The consultant? 
• The consulting firm? 
• The clients whose engagements enriched it? 
• Which information may legitimately cross engagement boundaries? 
• What constitutes proprietary client knowledge? 
• Can a Cognitome be audited? 
• How is confidential cognition isolated? 
• How are incorrect beliefs corrected? 
• How is provenance maintained? 
• How does one prevent synthetic information from contaminating accumulated knowledge? 
• These are not side issues. 
• If Cognitomes become economically valuable, Cognitome Governance could become a discipline 

of its own. 
 
28. The Cognitome Must Know What It Does Not Know 
Perhaps the most important property of a mature Cognitome will not be its knowledge. 
It will be its representation of uncertainty. 
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• The objective is not an enormous machine that confidently answers everything. 
• The objective is a cognitive system capable of saying: 

We have studied this extensively, and we still don't know. 
• That is expertise too. 

 
29. The Consultant Becomes the Gardener of the Cognitome 

• This changes the professional's job. 
• The consultant doesn't merely consume information. 
• They cultivate a cognitive system. 
• They prune weak concepts. 
• Strengthen useful ones. 
• Introduce new evidence. 
• Challenge established assumptions. 
• Connect previously separate branches. 
• Preserve important failures. 
• Remove contamination. 
• Identify unexplored territory. 
• The relationship begins to resemble gardening: 

 
• Expertise becomes something deliberately grown. 

 
30. Continuous Enrichment Becomes the Professional Discipline 
The successful Cognitome Consultant might therefore develop a daily practice. 
Not: 

I should keep up with my industry. 
But: 

What did my Cognitome learn today? 
Every: 

• paper, 
• client interaction, 
• anomaly, 
• conference, 
• simulation, 
• conversation, 
• failure, 
• unexpected observation 

 
becomes potential enrichment material. 
Professional development changes from an occasional activity into a continuous cognitive metabolism. 
 
31. The Economic Flywheel 
This produces an extraordinary consulting flywheel: 
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• Each engagement potentially improves the capability sold during the next engagement. 
• That is a powerful business model. 

 
32. The Cognitome Consultant Does Not Sell Hours 
This may eventually challenge perhaps the oldest consulting economic model: 

[ Hours * Rate ] 
 

• Why should a client pay primarily for hours if decades of accumulated Cognitome capital solve a 
problem in three days? 

• The value lies not in the three days. 
• It lies partly in the years of cognition that made those three days possible. 

 
Pricing may therefore migrate toward: 

• access, 
• outcomes, 
• licensing, 
• retainers, 
• specialized diagnostics, 
• Cognitome-enabled services. 

 
The Cognitome becomes analogous to intellectual infrastructure. 
 
33. The New Scarcity 

• LLMs change the economics of knowledge because they make extraordinary amounts of general 
cognition inexpensive. 

• But abundance always reveals a new scarcity. 
• When computation became cheap, data became valuable. 
• When information became abundant, attention became valuable. 
• When generic intelligence becomes abundant, perhaps: 

 
• And accumulated perspective is exactly what a mature Cognitome can represent. 
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34. The Future Consultant 
• The future elite consultant may therefore look surprisingly different. 
• Not someone carrying a giant PowerPoint deck. 
• Not someone who claims to know everything. 
• Not someone whose primary advantage is having access to analysts. 
• Instead: 

A deeply curious domain specialist who has spent years cultivating a private cognitive 
system, continuously interrogating reality with increasingly powerful models, retaining 
what was learned, challenging what was believed and compounding expertise over time. 

• That professional does not compete with the LLM. 
• The LLM is part of the professional's cognitive machinery. 

 
35. From Knowledge Worker to Cognitome Builder 
Perhaps this is the deeper transition. 
 

 
 

• The knowledge worker's primary asset was what they had learned. 
• The Cognitome Builder creates an externalized, persistent, evolving cognitive asset that continues 

learning alongside them. 
• That is not merely productivity augmentation. 
• It is a new architecture for professional expertise. 

 
36. The Future of Expertise 

• The mass-market consultant is unlikely to disappear overnight. 
• Major institutions will continue buying trust, accountability, implementation capability, 

relationships and organizational scale. 
• But the intellectual monopoly supporting the old consulting pyramid is weakening. 
• The alternative is becoming visible. 
• A consultant can choose a difficult domain. 
• Remain with it for years. 
• Work deeply with increasingly capable models. 
• Build a private Cognitome. 
• Continuously enrich it. 
• Expose it to reality. 
• Preserve its mistakes. 
• Accumulate proprietary experience. 
• Develop unusual connections. 
• And eventually possess something that cannot be reproduced merely by giving someone else 

access to the same LLM. 



STABILITY ENGINEERING – Volume 9 
 

www.manhattanproject20.com 
 

17 

• The competitive advantage becomes: 

 
 
And so the consulting proposition changes. 

• The old consultant sold what they knew. 
• The new consultant sells a Cognitome that has learned. 

 
But the second insight may ultimately be even more consequential: 

• The old consultant accumulated experience. 
• The new consultant compounds cognition. 

 
That is the possibility opened by the Cognitome Consultant. 

• Not the end of expertise. 
• The industrialization of its enrichment. 
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