Agentic Al in Legal Services: From "Copilot" to
"Autopilot"

As of early 2026, the legal industry stands at the precipice of its most significant technological shift since the digitization of
case law: the transition from Generative Al (GenAl) to Agentic Al. While 2023-2024 were defined by "Copilots" that assisted
lawyers with drafting and summarization, 2025 has ushered in the era of "Agents"—autonomous systems capable of
planning, executing, and verifying multi-step legal workflows with minimal human intervention.

Gartner has identified Agentic Al as a key strategic technology trend, predicting that by 2026, at least 40% of enterprise
applications will feature task-specific Al agents, a significant increase from 2024 levels. This comprehensive report provides
a technical and market-level deep dive into this transition, supported by authoritative sources and real-world case studies
from leading legal technology providers and law firms including Allen & Overy, Relativity, and Ironclad.
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agents for litigation and contract improved billable hour productivity errors have triggered urgent
management. Investment and and client service delivery. regulatory guidance from bodies
adoption rates are significantly like the California Bar Association
outpacing earlier Al and the EU Al Act.

implementations.

This transformative technology represents more than incremental improvement—it fundamentally reshapes how legal
services are delivered, priced, and regulated. Law firms that successfully navigate this transition will gain substantial
competitive advantages, while those that resist risk obsolescence in an increasingly technology-driven legal marketplace.



The "Agentic" Shift: Defining the New Paradigm

To understand the profound impact of agentic Al, one must first distinguish between the two prevailing Al modalities currently
transforming legal technology. This distinction is not merely academic—it represents a fundamental shift in how artificial
intelligence functions within legal workflows and the degree of autonomy granted to these systems.

Generative Al: The "Drafter"

Systems like ChatGPT or early Legal Copilots represent the
first wave of Al integration. These tools respond to specific
prompts with text generation capabilities. They are
fundamentally passive systems that wait for user input and
do not take action outside of generating text responses.

While transformative in their own right, generative Al tools
require constant human guidance and cannot
independently navigate complex, multi-step processes.
Every action requires explicit instruction from the user.

The critical distinction is clear: agents move the needle from task augmentation to process automation. They do not just write;
they act, plan, execute, and verify. This capability transformation has profound implications for legal practice, billing models,
liability frameworks, and the very nature of legal work itself.



Historical Evolution: Three Phases of Legal Al

Phase 1: Predictive Coding (2010s)

Technology-Assisted Review (TAR) in eDiscovery
used machine learning to classify documents. This
represented high utility for specific use cases but
remained narrow in scope, primarily focused on
document review processes in litigation contexts.

Phase 3: Agentic Al (2025-Present)

The integration of ReAct (Reason + Act)
architectures allows systems to "think" before they
act. Tools like Relativity aiR and Ironclad's Agent
Network now perform end-to-end workflows with
true autonomy and goal-oriented behavior.

Phase 2: Generative Al (2023-2024)

The "LLM Boom" arrived. Tools like Casetext's
CoCounsel and Harvey utilized GPT-4 to
summarize depositions and draft clauses. The
limitation was the "human-in-the-loop" bottleneck
—lawyers had to prompt every single step of the
process.

Each phase built upon the previous, gradually expanding the scope of automation from narrow classification tasks to broad,
multi-step workflow execution. The transition from Phase 2 to Phase 3 represents the most significant leap, as it

fundamentally changes the relationship between lawyer and technology from supervisor-tool to manager-agent. This

evolution has been driven by advances in large language models, reinforcement learning, and architectural innovations that
enable systems to reason about complex tasks and adapt their strategies in real-time.



Market Landscape: Players and Ecosystem

The agentic Al legal technology market is characterized by rapid innovation, significant capital investment, and an evolving
competitive landscape that includes both established legal tech providers and venture-backed startups. Understanding the
key players and their strategic positioning is essential for law firms evaluating technology partnerships and investors
assessing market opportunities.

Harvey Relativity (aiR) Ironclad Thomson Reuters
The "unicorn" of legal Al, Dominant in eDiscovery with  Focused on contract The established legal
heavily backed by OpenAl. decades of trust in the lifecycle management (CLM), research giant integrating
Famous for its partnership litigation market. Their aiR Ironclad's Agent Network agentic capabilities into
with Allen & Overy, Harvey platform extends their reach ~ demonstrates how Westlaw and other core
has established itself as the into autonomous document specialized agents can products, leveraging
premium provider of agentic  analysis and workflow automate routine contract decades of legal data and
Al solutions for elite law automation for complex operations while maintaining  existing customer

firms. litigation matters. compliance and accuracy relationships.

standards.



Technical Architecture: How Agentic Al Works

Understanding the technical underpinnings of agentic Al systems is crucial for legal professionals evaluating these
technologies and technologists building the next generation of legal tools. Agentic Al represents a sophisticated integration of
multiple Al capabilities working in concert to achieve goal-oriented behavior.

LLM Reasoning
Core
Control Loop ¢ N I:;;-\ccess
Memory
System

This architecture enables agentic Al systems to tackle complex, multi-step legal tasks that previously required human
intelligence and judgment at every decision point.
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Core Language Model Tool Integration Layer

Advanced large language models (like GPT-4 or Claude) Agents connect to external tools and databases

serve as the reasoning engine, understanding natural including legal research platforms (Westlaw, Lexis),
language instructions, legal context, and generating document management systems, email, calendars, and
appropriate responses and plans. specialized legal software through APIs.

Memory and Context Management Planning and Execution Loop

Systems maintain both short-term memory (current task The ReAct framework enables agents to reason about
context) and long-term memory (past interactions, tasks, formulate plans, execute actions, observe results,
learned preferences, organizational knowledge) to make and iterate—creating a continuous improvement cycle
informed decisions. until goals are achieved.

The sophistication of these systems lies not in any single component but in their orchestration. Modern agentic Al platforms
can decompose vague high-level instructions like "prepare for the Smith deposition" into dozens of concrete actions,
executing them in logical sequence while adapting to unexpected results or missing information.



Use Case Deep Dive: Contract Review
Automation

Contract review represents one of the most compelling and commercially successful applications of agentic Al in legal
services. This use case demonstrates both the transformative potential and practical limitations of current agentic systems,
providing valuable insights into how these technologies deliver value in real-world legal practice.

Traditional contract review is labor-intensive, requiring attorneys to meticulously examine each clause against company
standards, regulatory requirements, and negotiation playbooks. A typical commercial contract might require 2-4 hours of
attorney time at rates of $400-$800 per hour. For organizations processing hundreds or thousands of contracts annually, this
represents millions in legal spend.

The Agentic Approach Measured Results
Modern agentic Al systems like Ironclad's Agent Network transform this Organizations implementing agentic contract
process through autonomous workflow execution: review report significant operational
o ) ) improvements:
e Automatic ingestion of new contracts from email or upload portals
« Intelligent extraction of key terms, obligations, and risk factors * Review cycle time reduced from days to
hours

e Comparison against company playbooks and standard clauses
e Consistent application of company

o |dentification of hon-standard or high-risk provisions
standards

e Generation of redline suggestions and negotiation comments

e Enhanced visibility into contract portfolio
e Routing to appropriate stakeholders based on risk assessment

e Reduced bottlenecks in deal flow

o Automated follow-up and status tracking Att time freed for high-val
. orney time freed for high-value

The agent handles routine contracts end-to-end while escalating only negotiations
exceptional cases requiring human judgment. Early adopters report
reducing attorney review time by 60-70% for standard agreements.

However, successful implementation requires careful change management. Legal teams must develop clear playbooks,
establish quality assurance processes, and train attorneys to effectively supervise autonomous systems rather than manually
execute every task.



Use Case Deep Dive: Legal Research and
Memoranda

Legal research and memo drafting represents another frontier where agentic Al demonstrates transformative capabilities.
This traditionally time-intensive task—often assigned to junior associates and paralegals—involves gathering relevant case
law, statutes, and secondary sources, then synthesizing findings into coherent legal analysis. The autonomous nature of
agentic systems enables new approaches to this fundamental legal task.

1 2
Query Understanding Multi-Source Research
Agent interprets the legal question, identifies key issues, Simultaneously searches Westlaw, Lexis, internal
and formulates comprehensive research strategy knowledge bases, and specialized databases
3 4
Analysis & Synthesis Memo Generation
Evaluates relevance, precedential value, and logical Produces structured memorandum with proper citations,
relationships between authorities counter-arguments, and confidence assessments

Harvey Al, in partnership with Allen & Overy, has pioneered this application. Their system can take a simple question like
"What are our obligations under Force Majeure if our supplier declares bankruptcy?" and autonomously produce a
comprehensive research memorandum within 30-45 minutes—a task that might require 4-8 hours of associate time.

The agent doesn't simply retrieve documents; it reasons about legal principles, distinguishes binding from persuasive
authority, identifies circuit splits, and constructs legal arguments. Critically, it also provides confidence scores and flags areas
of uncertainty, allowing supervising attorneys to efficiently focus their review on genuinely ambiguous legal questions.

Law firms report that this capability has fundamentally changed their staffing models and client relationships. Work that was
previously too expensive for many clients due to the hours required becomes economically feasible. Junior associates, rather
than spending weeks on basic research, can focus on developing client relationships and strategic thinking skills. However,
this also raises important questions about training pathways and skill development for new lawyers.



Use Case Deep Dive: eDiscovery and Document
Analysis

Electronic discovery has long been at the forefront of legal technology innovation, making it a natural domain for agentic Al
deployment. The sheer volume of data in modern litigation—often millions of documents—makes comprehensive human
review economically and temporally infeasible. Agentic systems offer unprecedented capabilities for managing this
complexity.

Relativity's aiR platform exemplifies the agentic approach to eDiscovery. Rather than simply classifying documents as
"responsive" or "privileged" based on keywords or trained models, aiR can execute complex investigative workflows
autonomously. When tasked with finding all communications related to a specific business transaction, the agent doesn't just
search for keywords—it understands context, follows conversation threads across different communication platforms,
identifies key players, and constructs a chronological narrative of events.

Intelligent Collection Automated Analysis Quality Assurance

Agents identify custodians, relevant Systems perform privilege review, Agents conduct self-verification,
data sources, and appropriate issue coding, fact extraction, and flagging low-confidence decisions
collection strategies based on case witness identification without for human review and continuously
theory and legal requirements, predefined rules, adapting to case- improving accuracy through active
reducing over-collection and specific patterns as they emerge. learning mechanisms.

associated costs.

The efficiency gains are substantial. Organizations report reducing document review costs by 40-60% while simultaneously
improving accuracy and consistency. Perhaps more importantly, agentic systems can identify patterns and connections that
human reviewers might miss, potentially uncovering critical evidence or privilege issues early in the litigation lifecycle.
However, these capabilities also raise important questions about attorney work product, privilege, and the appropriate level of
human oversight in document production decisions.



Efficiency Gains: Quantifying the Impact

While the technological sophistication of agentic Al is impressive, law firms and corporate legal departments ultimately care
about measurable business outcomes. Early adopter data from 2025-2026 provides increasingly robust evidence of the
efficiency gains these systems deliver across various legal functions, though results vary significantly based on
implementation quality and use case selection.

Contract Review
Legal Research
Document Analysis
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Due Diligence

Memo Drafting
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These time savings translate directly to cost reduction and capacity expansion. A corporate legal department processing 500
contracts annually at an average of 3 hours per contract and $500/hour saves approximately $490,000 annually with a 65%
efficiency gain. These savings can be reinvested in strategic initiatives, returned to the business, or used to handle increased
volume without proportional headcount growth.

Beyond direct time savings, organizations report significant secondary benefits including reduced turnaround times improving
deal velocity, enhanced consistency in legal positions and risk assessments, better visibility into legal operations through data
capture, and freed capacity allowing attorneys to focus on high-value strategic work rather than routine tasks. However,
realizing these benefits requires substantial upfront investment in system configuration, playbook development, and change
management—costs that are often underestimated in initial business cases.



The Business Model Transformation

Agentic Al doesn't just change how legal work gets done—it fundamentally challenges the billable hour model that has
defined law firm economics for generations. When an Al agent can complete in 30 minutes what previously required 8 hours
of associate time, the traditional time-based pricing model breaks down. This forces law firms to confront uncomfortable
questions about value, pricing, and the future of their business models.

The Billable Hour Crisis Alternative Pricing Models
For decades, law firms have priced services based on time Leading firms are pioneering new approaches that better
spent rather than value delivered. An inefficient process align with Al-enhanced delivery:

was actually profitable—more hours meant more revenue.

o Value-Based Pricing: Fixed fees based on matter
Agentic Al inverts this equation. Firms that adopt these g

: : - . complexity and value to client
technologies and continue billing by the hour will see P y

revenue collapse even as costs decrease. This creates a * Outcome-Based Models: Pricing tied to results
perverse incentive to avoid efficiency-enhancing achieved rather than hours spent
technology. e Subscription Services: Ongoing legal support for

. ) . predictable monthly fees
Early adopter firms report internal conflict as partners

realize that implementing agentic systems could reduce * Hybrid Models: Combining fixed fees for routine work
annual associate billings by 30-50%, directly impacting firm with hourly rates for exceptional matters
revenue under current models. This has led some firms to

slow or limit Al adoption to protect short-term revenue, even

as they risk long-term competitive disadvantage.

Allen & Overy's experience with Harvey provides a case study in this transition. The firm initially struggled with how to price
matters completed primarily by Al agents. They eventually developed a value-based framework that considers matter
complexity, risk, and strategic importance rather than hours spent. Clients have largely embraced this approach, appreciating
predictable costs and faster turnaround times. However, the firm acknowledges that this transition has required significant
internal culture change and new approaches to partner compensation.

For corporate legal departments, the business model implications are more straightforward—agentic Al represents pure cost
savings and efficiency gains. General counsels can handle increased work volume without proportional headcount growth,
respond faster to business needs, and demonstrate concrete ROl to CFOs. This has accelerated in-house adoption of agentic
systems compared to law firms, potentially shifting the balance of power in client-firm relationships.



Regulatory Landscape: Navigating Compliance

The rapid emergence of agentic Al has created a regulatory gap. Legal ethics rules and professional conduct standards were
developed for human lawyers, not autonomous Al systems. Regulators worldwide are racing to develop appropriate
governance frameworks, but their approaches vary significantly—creating a complex compliance landscape for firms

operating across jurisdictions.
N

United States

The American Bar Association and
state bar associations have issued
guidance emphasizing that lawyers
remain responsible for Al outputs
and must maintain competence in
technology they employ. Several
states require explicit client
consent for Al use.

()

European Union

The EU Al Act classifies certain
legal Al applications as "high-risk,"
requiring rigorous testing,
documentation, and human
oversight. The regulation explicitly
addresses automated legal advice
systems and imposes strict liability
frameworks.

NG

United Kingdom

The Law Society and Solicitors
Regulation Authority have taken a
principles-based approach,
requiring solicitors to understand Al
limitations, maintain client
confidentiality, and ensure
adequate supervision without
prescriptive technical
requirements.

The California Bar Association has been particularly proactive, issuing detailed guidance in 2025 addressing unauthorized
practice of law concerns. Their framework distinguishes between Al systems that assist lawyers (permissible) and those that
autonomously provide legal advice to non-lawyers (potentially UPL). This distinction is nuanced when applied to highly
autonomous agentic systems, and firms report significant uncertainty about compliance requirements.

Data privacy regulations add another layer of complexity. GDPR, CCPA, and similar laws require careful handling of personal
information, but agentic Al systems often need broad access to documents and communications to function effectively. Firms
must implement sophisticated data governance frameworks ensuring that agents only access information necessary for
specific tasks and that all processing complies with relevant privacy regulations. Several early implementations have faced
data protection authority scrutiny when agents inadvertently accessed privileged or personal information beyond their

intended scope.



Ethical Challenges: Competence and Supervision

The deployment of agentic Al in legal practice raises profound ethical questions that extend beyond regulatory compliance
into the heart of professional responsibility. How can lawyers fulfill their duty of competence when Al agents perform
complex analysis they may not fully understand? What constitutes adequate supervision of autonomous systems? These
questions have no easy answers, yet they demand urgent attention as agentic systems become more prevalent.

The fundamental ethical challenge stems from the autonomous nature of agentic Al. Traditional legal technology required
human decision-making at each step—the lawyer remained in control. Agentic systems make independent judgments,
potentially thousands per task, operating at speeds that preclude real-time human review of each decision. This creates a
supervisory gap where lawyers are responsible for outcomes they did not directly control and may struggle to fully evaluate.

Competence Requirements

Ethics rules require lawyers to
provide competent representation,
which includes understanding the
tools they use. But what level of
technical understanding is
necessary? Must lawyers
understand transformer
architectures and attention
mechanisms, or is it sufficient to
understand capabilities and
limitations at a conceptual level?
Different jurisdictions provide
different answers, creating
compliance uncertainty.

The Supervision Dilemma

Lawyers must supervise their
assistants' work, but how does one
effectively supervise an Al agent
processing 10,000 documents
overnight? Spot-checking samples
may miss systematic errors. Full
review defeats the efficiency
purpose. Firms are developing new
quality assurance methodologies,
but best practices remain emerging
and contested.

Explainability and Trust

When agents reach unexpected
conclusions or make non-obvious
connections, lawyers must
determine whether the Al identified
genuine insights or committed subtle
errors. Many current systems
provide limited explanation of their
reasoning processes, making this
evaluation challenging. The tension
between system sophistication and
explainability remains unresolved.

Some jurisdictions are developing new frameworks specifically addressing Al supervision. The New York State Bar
Association has proposed a "reasonable supervision" standard that considers the nature of the task, the reliability of the Al
system, and the potential consequences of errors. Under this framework, highly routine tasks with low stakes may require
minimal human review, while complex legal analysis affecting client rights demands careful verification. However, applying
these principles in practice requires significant judgment and case-by-case assessment.



Risk Management: Liability and Errors

The autonomous nature of agentic Al creates novel liability questions that existing legal frameworks struggle to address.
When an Al agent makes an error that harms a client—missing a filing deadline, overlooking critical case law, or providing
incorrect legal analysis—who bears responsibility? The lawyer who deployed the system? The law firm? The technology
vendor? The answer often depends on the specific circumstances and applicable jurisdiction, creating significant risk

management challenges.

Risk Mitigation Strategies

Leading law firms have developed comprehensive risk management
frameworks for agentic Al deployment:

1. Phased Implementation: Start with low-risk use cases and expand
gradually as confidence builds

2. Quality Assurance Protocols: Establish systematic review processes
appropriate to task risk level

3. Clear Documentation: Maintain audit trails of Al decision-making and
human oversight

4. Client Communication: Obtain informed consent for Al use and
explain limitations

5. Insurance Coverage: Ensure malpractice policies address Al-related
claims

6. Vendor Due Diligence: Carefully evaluate system reliability and

vendor liability provisions

Several high-profile incidents have highlighted these risks. In one case, an agentic research system cited non-existent cases
in a brief—the agent had "hallucinated" plausible-sounding citations that the supervising attorney failed to verify. This
resulted in sanctions and significant reputational damage. In another instance, a contract review agent inadvertently disclosed
privileged information to opposing counsel by including it in redline comments. These cautionary tales underscore the
continued necessity of human oversight, even for highly capable autonomous systems.

Professional liability insurers are actively grappling with how to underwrite Al-related risks. Some carriers have introduced Al-
specific exclusions, while others offer coverage with enhanced premiums. A few innovative insurers are developing
specialized Al legal practice policies. This evolving insurance landscape adds another layer of complexity to risk management
decisions around agentic Al adoption.



Data Security and Privacy Considerations

Agentic Al systems require access to vast amounts of sensitive legal information to function effectively—client

communications, strategic plans, confidential documents, and privileged attorney work product. This creates significant data

security and privacy risks that extend beyond traditional cybersecurity concerns. The autonomous nature of these systems,

combined with their need for broad information access, demands sophisticated data governance frameworks.

The security challenges are multifaceted. Agentic systems often connect to multiple external services—legal research

databases, document management systems, communication platforms—creating numerous potential attack vectors. They
may store client data in cloud environments, raising questions about data sovereignty and third-party access. The Al models

themselves may inadvertently retain sensitive information from training data, creating potential disclosure risks. And the

autonomous behavior of agents can make it difficult to maintain granular control over exactly what information they access

and process.

Encryption &
Access Control

End-to-end encryption
of data in transit and at
rest, with role-based
access controls limiting
agent permissions to
minimum necessary
information

Data Isolation

Strict information
barriers preventing
agents from sharing data
across matters or clients,
with technical controls
enforcing ethical walls

Audit Logging

Comprehensive tracking
of all agent data access
and processing
activities, enabling
forensic review if
security incidents occur

Privacy by Design

Data minimization
principles ensuring
agents only access
information necessary
for specific tasks, with
automatic data retention
limits

Several jurisdictions have introduced specific requirements for Al systems processing personal data. The GDPR requires data
protection impact assessments for high-risk Al systems, detailed documentation of processing activities, and the ability to

explain automated decisions affecting individuals. The California Consumer Privacy Act grants individuals rights to know what

personal information Al systems have collected and to request deletion. Compliance with these requirements while

maintaining the functionality of agentic systems requires careful technical and operational design.

Vendor selection becomes critical in this context. Law firms must carefully evaluate the security practices and privacy

commitments of Al providers. Key considerations include data handling policies, subprocessor agreements, security

certifications, incident response procedures, and contractual liability provisions. Leading firms are developing detailed vendor
assessment frameworks and requiring extensive technical and legal due diligence before deploying agentic systems with

access to client data.



Change Management: Organizational
Transformation

Implementing agentic Al successfully requires far more than technology deployment—it demands comprehensive
organizational change management. The human dimensions of this transformation often prove more challenging than the
technical aspects, as law firms must reshape workflows, redefine roles, and overcome deep-seated cultural resistance to
fundamentally new ways of practicing law.

The psychological barriers to agentic Al adoption are substantial. Many lawyers view their professional identity as deeply tied
to personal expertise and judgment. The idea of delegating complex legal analysis to an autonomous system can feel
threatening, undermining the value proposition that has defined their careers. Junior associates may fear that Al agents are
eliminating the work experiences necessary to develop expertise. Partners may resist technologies that threaten traditional
economic models. These human factors often prove more significant obstacles to adoption than any technical limitations.
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Assessment Stakeholders Pilot Scale Improve

This structured approach helps organizations navigate the complex human and operational challenges of transformation.

# Q

Leadership Commitment Training and Enablement

Successful implementations invariably begin with clear Lawyers need substantial education—not just in system
executive sponsorship. Senior partners must articulate a mechanics, but in fundamentally different approaches to legal
compelling vision for how agentic Al serves client interests work. Effective training emphasizes strategic supervision

and firm strategy, demonstrating personal commitment skills rather than manual execution, helping lawyers evolve
through active participation in the transformation. from "doers" to "directors" of Al-augmented teams.

X ol0

Pilot Projects and Quick Wins Performance Measurement

Starting with well-defined, lower-risk use cases allows Establishing clear metrics for success—time savings, quality
organizations to build confidence and learn before tackling improvements, client satisfaction—provides objective

more complex implementations. Early successes create evidence of value and helps refine implementations based on
momentum and help overcome skepticism among actual results rather than assumptions.

practitioners.

Several firms have found success with "Al champions" or "transformation ambassadors"—respected practitioners who
become early adopters and advocates, helping colleagues navigate the transition. These individuals bridge the gap between
technology teams and legal practitioners, translating capabilities into practical applications and addressing concerns from a
peer perspective.



Skills Evolution: The Future Legal Professional

Agentic Al fundamentally reshapes what skills legal professionals need to succeed. The traditional pathway—Ilaw school
education emphasizing doctrine and analysis, followed by years of apprenticeship performing increasingly complex tasks—
no longer prepares lawyers for a world where Al agents handle many routine activities. Legal education and professional
development must evolve to address this new reality, though consensus on exactly how remains elusive.

Declining Value Skills Rising Value Skills

Certain capabilities that once differentiated successful New capabilities are becoming essential for legal
lawyers are becoming commoditized by Al: professionals working with agentic Al:

e Rote legal research and cite-checking e Strategic problem framing and issue-spotting
o Template-based document drafting e Al system supervision and quality assessment
e Routine contract review e Technology competence and tool selection

e Basic due diligence analysis e Creative problem-solving for novel issues

e Manual document review and organization ¢ Client relationship and communication

¢ Mechanical application of established legal rules o Ethical judgment and risk management

, . e Business acumen and alternative pricin
This doesn't mean these skills are obsolete—lawyers must P 9

still understand legal research methodology to effectively The most successful lawyers increasingly focus on high-

supervise Al research agents. But the competitive level strategy, client counseling, and the irreducibly human
advantage shifts from execution speed to strategic elements of legal practice.

judgment.

Legal education is beginning to respond to these shifts, though slowly. Forward-thinking law schools are introducing courses
on legal technology, Al ethics, and computational legal thinking. Some are restructuring clinical programs to incorporate Al
tools, exposing students to technology-augmented practice before entering the profession. The most innovative programs are
teaching students to think like "legal product managers"—capable of designing and supervising Al-enhanced workflows
rather than simply executing tasks manually.

For practicing lawyers, the challenge is different—they must retool existing skillsets while continuing to serve clients
effectively. Progressive firms are investing heavily in continuing education, bringing in technology trainers, and creating
formal mentorship programs pairing tech-savvy practitioners with experienced lawyers. Bar associations are developing CLE
programs focused on Al competence. However, the pace of technological change outstrips the speed of educational
adaptation, creating a persistent skills gap that will likely take years to fully address.



Client Perspectives: Demand and Expectations

The ultimate drivers of agentic Al adoption in legal services are clients—particularly sophisticated corporate clients who

increasingly view technology adoption as a proxy for law firm quality and innovation. General counsels at Fortune 500

companies now routinely ask prospective outside counsel about their Al capabilities during RFP processes. Clients expect

their legal providers to leverage technology to deliver faster, more cost-effective, and higher-quality services. This client

pressure is accelerating adoption even among firms that might otherwise resist change.

"We're not interested in paying $500 an hour for work
that an Al agent can do in minutes. We want our
outside counsel using technology to free up their time
for strategic advice and complex problem-solving
where they add unique value. Firms that don't
embrace this will find themselves priced out of our
work."

— General Counsel, Major Technology Company

"The key question isn't whether our law firms use Al—
it's whether they use it responsibly. We need
transparency about what tasks are being automated,
what quality controls are in place, and what risks
we're accepting. Firms that can't articulate clear
governance frameworks around their Al use aren't
ready to handle our matters."

— Chief Legal Officer, Financial Services Firm

However, client expectations are nuanced. While clients demand efficiency and cost reduction, they also expect maintained
or improved quality and are highly sensitive to risks of error or confidentiality breaches. This creates a challenging balancing
act for law firms—they must adopt technology aggressively enough to remain competitive, but carefully enough to avoid
quality or security failures that could damage client relationships.

Client education is becoming a critical component of successful Al implementation. Leading firms proactively communicate
with clients about their Al capabilities, governance frameworks, and quality assurance processes. They seek informed
consent for Al use on specific matters, explaining both benefits and limitations. Some firms provide clients with detailed "Al
transparency reports" describing what technologies were used and how human oversight was maintained. This transparency
builds trust and differentiates firms in competitive RFP processes.

The client perspective also varies significantly by matter type and industry. Routine, high-volume work like contract review is
often the first area where clients actively request Al deployment to reduce costs. Complex litigation or high-stakes
transactions may see more client hesitation about autonomous systems. Regulated industries like financial services and
healthcare have heightened concerns about Al governance and compliance. Effective firms tailor their Al deployment
strategies to specific client needs and risk tolerances rather than applying one-size-fits-all approaches.



Competitive Dynamics: Winners and Losers

The emergence of agentic Al is creating a stratified competitive landscape in legal services. Early adopters are gaining
significant advantages in cost structure, service delivery speed, and ability to handle complex matters efficiently. Meanwhile,
firms that resist or delay adoption risk finding themselves unable to compete on either price or capabilities. This technology-
driven divergence is reshaping the industry's competitive dynamics in profound ways.

Elite global firms like Allen & Overy, which made significant early investments in Harvey Al, are positioning themselves as
technology leaders. Their ability to complete sophisticated legal work with fewer billable hours—while maintaining or
improving quality—gives them competitive advantages in client acquisition and retention. They can offer attractive alternative
fee arrangements that smaller firms cannot match profitably. They attract tech-savvy talent seeking exposure to cutting-edge
practice. And they generate valuable data and experience that further enhances their Al capabilities, creating a virtuous cycle
of improvement.

Technology Leaders

V7
® Large firms with dedicated innovation teams, substantial technology budgets, and
partnerships with leading Al vendors
Fast Followers
‘@ Mid-sized and boutique firms adopting proven technologies and best
practices, focusing on specific practice areas or client segments
Cautious Adopters
K Traditional firms making incremental investments, constrained by
partner consensus requirements and concerns about business
model disruption
Resisters
@ Firms avoiding Al adoption due to cultural resistance, lack

of technical expertise, or belief that traditional approaches
remain sufficient

The competitive implications extend beyond law firms to corporate legal departments and alternative legal service providers.
In-house teams equipped with agentic Al can handle work previously requiring outside counsel, shifting the in-house/outside
balance. Legal process outsourcers and managed service providers are incorporating Al to deliver commodity services at
dramatically lower costs than traditional firms. And new entrants—technology companies offering Al-powered legal services
directly—are emerging to serve price-sensitive market segments.

However, competitive advantage through Al is not permanent or automatic. Technology capabilities can be acquired or
replicated. The firms that will sustain advantages are those that combine technological sophistication with deep legal
expertise, exceptional client service, and effective change management. The real differentiator is not simply having Al, but
using it strategically to deliver genuinely superior client outcomes at attractive economics.



Investment and Funding Landscape

The legal Al sector has attracted extraordinary investment interest as venture capitalists recognize both the market
opportunity and the rapid technology maturation. In 2025 alone, legal Al companies raised over $2 billion in venture funding,
with several companies achieving unicorn valuations. This capital influx is accelerating innovation, enabling aggressive go-to-
market strategies, and creating a dynamic competitive ecosystem that will likely see consolidation in coming years.
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Notable recent funding rounds highlight investor confidence in the sector's growth trajectory and the premium valuations
commanded by leading players.

The investment thesis driving this capital deployment is compelling. Legal services represent a massive global market—
estimated at over $700 billion annually—that has historically been inefficient and resistant to technology disruption. Agentic Al
represents the first technology potentially capable of automating significant portions of legal work, creating opportunities for
dramatic value capture. Investors see potential for "10x better" solutions that could capture substantial market share from
traditional providers.

Strategic investors are also active in the space. OpenAl's investment in Harvey created a high-profile partnership model
combining Al platform capabilities with legal domain expertise. Thomson Reuters acquired Casetext to integrate its Al
capabilities into Westlaw. Microsoft is incorporating legal-specific features into its enterprise Al offerings. These strategic
moves suggest that established technology companies view legal Al as a critical application domain for their broader Al
platforms.



Technology Limitations and Failure Modes

Despite impressive capabilities, current agentic Al systems have significant limitations that practitioners must understand to
deploy them responsibly. Overstating Al capabilities or failing to account for known failure modes creates serious professional
and client risks. An honest assessment of what agentic systems can and cannot do reliably is essential for effective
deployment and appropriate human oversight.

Hallucination and
Confabulation

Al systems sometimes
generate plausible-
sounding but factually
incorrect information
—"hallucinating" case
citations, statutes, or
legal principles that
don't exist. This is
particularly dangerous
in legal contexts where
false citations can lead
to sanctions and client
harm. While improved
architectures have
reduced hallucination
rates, they haven't
eliminated the problem,
especially when
systems encounter
unusual queries or
edge cases outside
their training
distribution.

Context
Limitations

Despite impressive
context windows, Al
systems can still
struggle with very long
documents or complex
multi-document
analysis. They may
miss subtle
connections or fail to
maintain coherent
reasoning across
thousands of pages.
For large-scale matters,
current systems work
best when humans
provide appropriate
task decomposition and
information architecture
rather than simply
feeding agents massive
document sets.

Reasoning
Brittleness

Agentic systems can
perform impressively
on common legal tasks
but fail unpredictably on
novel situations or edge
cases. Their reasoning
is often "brittle"—
working well within their
training distribution but
breaking down when
encountering truly
unprecedented issues.
This makes them
excellent for routine
work but unreliable for
genuinely novel legal
questions without
careful human
verification.

Adversarial
Vulnerabilities

Al systems can be
manipulated through
carefully crafted
"adversarial" inputs. In
legal contexts, this
could mean parties
deliberately crafting
documents or
arguments designed to
confuse Al analysis. As
these systems become
more prevalent,
sophisticated
opponents may develop
techniques to exploit
their weaknesses,
requiring new defensive
strategies.

Understanding these limitations is not a reason to avoid agentic Al—it's a prerequisite for using it effectively. The key is
matching system capabilities to appropriate use cases, implementing verification processes appropriate to the stakes
involved, and maintaining human expertise to catch and correct Al errors. Firms that deploy Al systems without honestly
assessing their limitations set themselves up for quality failures and professional liability exposure.

Importantly, these limitations are not static—they're improving rapidly as Al technology advances. Systems that struggled with
certain tasks in 2024 handle them reliably in 2026. However, the pace of improvement makes it difficult for lawyers to
maintain accurate mental models of current capabilities, creating ongoing training and communication challenges.



Future Directions: The Next Wave of Innovation

While current agentic Al capabilities are already transformative, the technology continues to evolve rapidly. Understanding

likely near-term developments helps legal organizations make strategic technology investments and anticipate competitive
dynamics. Several clear trends are emerging that will shape the next generation of legal Al systems and further accelerate the

industry's transformation.

Multi-Agent
Collaboration

Rather than single agents
handling entire workflows,
next-generation systems will
deploy specialized agents
that collaborate—a research
agent, drafting agent, citation
verification agent, and
quality assurance agent
working together with
defined roles and
responsibilities. This enables
more sophisticated task
decomposition and built-in
verification.

Real-Time Legal
Analysis

Emerging systems will
provide real-time support
during live legal activities—
analyzing opposing
arguments during hearings,
suggesting questions during
depositions, or flagging
issues during negotiations.
This "augmented lawyer"
approach keeps humans in
control while providing Al
assistance at the point of
need.

Predictive Capabilities

Advanced systems will
better predict litigation
outcomes, judge tendencies,
negotiation leverage, and
regulatory positions based
on historical data and pattern
recognition. This shifts Al
from executing tasks to
providing strategic
intelligence that informs
high-level decision-making.

Personalization and
Learning

Al agents will increasingly
adapt to individual lawyers'
preferences, communication
styles, and practice patterns.
Rather than one-size-fits-all
tools, systems will learn from
each user's feedback and
behavior, becoming more
effective personal assistants
over time.

Beyond these technical developments, we're likely to see significant advances in Al explainability—systems that can articulate

their reasoning processes in ways lawyers can evaluate and trust. This "interpretable Al" will address one of the major current
concerns about autonomous systems operating as "black boxes." We'll also see better integration between Al systems and

traditional legal software, creating more seamless workflows that don't require lawyers to switch between multiple

disconnected tools.

The longer-term future may include even more fundamental shifts—Al systems capable of genuine legal reasoning rather

than pattern matching, agents that can conduct entire matters from initial client intake through final resolution, and possibly Al

judges or arbitrators for certain types of disputes. While these possibilities raise profound legal and ethical questions, they're
no longer purely science fiction. Legal organizations should begin considering their implications even if full realization remains

years away.



Strategic Recommendations for Law Firms

Based on comprehensive analysis of the agentic Al landscape, market dynamics, and early adopter experiences, several
clear strategic recommendations emerge for law firms navigating this transformation. These recommendations balance the
imperative to adopt transformative technology with the need to manage risks, maintain quality, and preserve firm culture and
values.

Develop Clear Al Strategy

Don't adopt technology reactively or piecemeal.
Develop a comprehensive Al strategy aligned with firm
positioning, client needs, and competitive dynamics.
Identify priority use cases, required capabilities,
implementation roadmap, and success metrics. Ensure
executive sponsorship and adequate resources for
successful execution.

Invest in Governance

Develop robust Al governance frameworks addressing
ethics, risk management, quality assurance, data
security, and regulatory compliance. Create clear
policies, training programs, and oversight
mechanisms. Governance investment prevents costly
mistakes and builds client confidence.

Rethink Business Models

Don't let billable hour economics prevent beneficial
technology adoption. Explore alternative fee
arrangements that better align with Al-enhanced
delivery. Consider subscription services, fixed fees, or
value-based pricing that shares efficiency gains with
clients while maintaining firm profitability.

gy

Start with Pilot Projects

Begin with well-defined, lower-risk use cases to build
experience and confidence. Document lessons
learned, refine processes, and demonstrate concrete
value before scaling. Use pilot successes to build
internal support and overcome skepticism among
practitioners.

Prioritize Change Management

Technology adoption fails without effective change
management. Invest in training, communication, and
culture-building to help lawyers embrace new ways of
working. Address fears and resistance directly. Create
champions and celebrate successes to build
momentum.

Choose Partners Carefully

Select Al vendors based on security practices,
compliance capabilities, product roadmap, and cultural
fit—not just current features. Establish strong
partnerships with clear governance, regular reviews,
and alignment of interests. Avoid overreliance on any
single vendor.

Finally, maintain a learning mindset. The agentic Al landscape is evolving rapidly—what works today may be obsolete
tomorrow. Firms should establish mechanisms for continuously monitoring technology developments, assessing new
capabilities, and adapting strategies accordingly. Those that view Al adoption as a one-time project rather than ongoing
transformation will quickly fall behind more agile competitors.



Strategic Recommendations for Corporate Legal
Departments

Corporate legal departments face different opportunities and challenges than law firms in adopting agentic Al. While law firms
must balance efficiency gains against revenue implications, corporate legal departments have a clearer mandate—deliver
equivalent or better legal services at lower cost while managing risk effectively. This creates different strategic imperatives
and decision-making frameworks for in-house teams considering Al adoption.

1 Assess Current State and Opportunities

Begin with comprehensive analysis of your department's work—what types of matters, volumes, external spend,
internal capacity constraints, and pain points. Identify specific use cases where agentic Al could deliver immediate
value, focusing on high-volume, routine work that currently consumes significant attorney time or outside counsel
budget.

2 Build the Business Case

Quantify the potential impact in terms CFOs understand—cost savings, capacity expansion, risk reduction, faster cycle
times. Account for implementation costs, ongoing fees, training requirements, and change management. Be realistic
about timelines and adoption curves. A compelling business case secures necessary funding and executive support.

3 Require Outside Counsel Adoption

Include Al capabilities and technology roadmaps in outside counsel RFPs and selection criteria. Require transparency
about what Al tools firms use and how they ensure quality. Consider requiring use of specific tools or platforms for
certain work types to standardize processes and reduce costs.

4 Develop In-House Capabilities

Don't simply outsource Al strategy to vendors or outside counsel. Build internal expertise in legal technology, data
governance, and Al oversight. Consider hiring legal operations professionals with technology backgrounds to manage
Al initiatives and vendor relationships.

5 Address Skills and Culture

Invest in training your legal team to work effectively with Al tools. Address concerns about job security by emphasizing
how Al enables lawyers to focus on strategic work. Create opportunities for legal professionals to develop technology
skills that enhance their career prospects.

Corporate legal departments have an opportunity to use agentic Al to fundamentally reposition themselves within their
organizations—from reactive service centers to proactive strategic partners. By handling routine matters more efficiently,
legal can free up capacity to engage earlier in business initiatives, provide more strategic counsel, and demonstrate clear ROI
to business leaders. This positioning enhances the department's value and influence while managing costs effectively.



Conclusion: Embracing the Agentic Future

The legal industry stands at a pivotal moment. Agentic Al represents not merely another technology tool, but a fundamental

reimagining of how legal work gets done. The transition from "Copilot" to "Autopilot" is well underway, and the pace of
change will only accelerate. Legal organizations—both law firms and corporate departments—must make strategic choices

about how to navigate this transformation. Those who embrace change thoughtfully will thrive; those who resist will struggle

to remain competitive.

The Path Forward

Success in the agentic era requires balancing multiple
imperatives:

o Adopt transformative technology while managing
implementation risks

e Improve efficiency without compromising quality or
ethics

e Reduce costs while maintaining profitability

e Automate routine work while preserving human
judgment

Embrace innovation while honoring professional values

There is no single correct approach—different organizations
will find different paths based on their specific contexts,
capabilities, and strategic priorities. But all successful paths
share common elements: clear vision, strong governance,
effective change management, and unwavering
commitment to professional responsibility.

The Human Element

Ultimately, legal practice remains a fundamentally human
endeavor. Agentic Al augments and enhances human
capabilities but doesn't replace human judgment, creativity,
empathy, and ethical reasoning. The lawyers who will thrive
in an Al-augmented future are those who lean into
distinctively human capabilities while leveraging technology
to handle routine tasks.

The legal profession has weathered previous technological
disruptions—the typewriter, photocopier, computer, internet
—and emerged stronger. Agentic Al represents a more
significant shift than these predecessors, but the
profession's core commitment to justice, advocacy, and
client service endures. Technology changes how we
practice law, but not why we practice law.

As we move further into 2026 and beyond, the legal industry will continue its transformation. New capabilities will emerge,

regulations will evolve, business models will adapt, and professional norms will shift. The organizations that approach this
change with strategic clarity, operational excellence, and ethical commitment will define the future of legal services. The

agentic revolution is not something happening to the legal profession—it's something the profession can shape through

thoughtful choices and decisive action.

The future of legal services is being written now. Every organization must decide what role it will play in that future—leader,

follower, or casualty of disruption. The time for strategic thinking and bold action is today.



