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This version is intended to lead a legal firm through the practical implementation
journey, not simply list AI themes.
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THE JOURNEY

The Journey From AI Interest to
Legal Operation

Most firms do not need an abstract AI strategy. They need a practical route from a
recognisable legal workload to a working service that lawyers can trust, clients can
understand and management can govern.
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The journey begins by selecting a real legal process: for example contract review,
disclosure support, due diligence, legal research, property transaction support or
internal knowledge retrieval. Argyll then helps the firm understand how that process works
today, where time and cost are consumed, which decisions require professional judgement
and which activities are mainly information processing.

Only after that baseline is understood do we design the AI workflow. The design specifies
the sources the system may use, the material it must never access, the evidence each
output must retain, the points where lawyers review the work and the tests that would
prove whether the system is ready.

IMPLEMENTATION PRINCIPLE

A successful legal AI programme is not a chatbot launch. It is a measured
change to a legal process.

What the firm is trying to achieve

A shorter route from raw legal material to
reviewed legal work: better prepared matter
records, faster issue spotting, source-linked
findings, fewer repetitive checks and more
time for lawyers to exercise judgement.

What Argyll is trying to prove

That the proposed AI workflow improves a
measured legal process without weakening
privilege, confidentiality, source
traceability, professional accountability or
operational control.



IMPLEMENTATION PATH

The Implementation Path at a
Glance

The path is deliberately staged. A firm should not jump from enthusiasm to deployment.
Each stage produces evidence that either supports the next step or shows that the use
case should be changed.
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1
Choose the workload

Select a matter type or workstream where AI could release legal capacity or improve service.

2
Baseline the current process

Measure the present volume, time, cost, delay, rework, quality checks and risk points.

3
Map sources and permissions

Define the documents, systems, authorities, client restrictions, privilege rules and ethical
walls.

4
Design the operating model

Separate AI preparation work from lawyer judgement, approval and accountability.

5
Build a contained pilot

Connect approved sources and create a limited workflow with logs, review points and clear
boundaries.

6
Test and validate

Run representative material, check accuracy, recall, citations, permissions, latency and failure
behaviour.

7
Prove the business case

Compare measured evidence against the baseline and decide whether production is justified.

8
Operate and scale

Train users, monitor performance, control change and expand only where evidence supports it.



STAGE 1

Stage 1 Choose the Legal Workload

The first decision is not which model to use. It is which legal workload is worth
improving. Good candidates are document-heavy, repeatable enough to measure and
important enough that better preparation would matter.

Argyll Legal AI Implementation Programme 5

What this stage is for

This stage prevents the programme becoming a general AI experiment. A firm may have many
attractive ideas, but the first workload should have a clear owner, a visible pain point and
a realistic path to measurement. Examples include contract first-pass review, corporate due
diligence, disclosure triage, property transaction support, regulatory change review or
internal legal knowledge retrieval.

How Argyll would do it

We run a structured use-case discussion with
practice leads, legal operations, IT,
security and risk. We identify the matter
type, users, current frustrations, expected
benefit, professional boundaries and likely
implementation constraints. We also decide
what would make the use case unsuitable
before more time is invested.

What the firm receives

A short use-case definition, named owners,
candidate success measures, excluded
activities and an initial decision on whether
the use case is suitable for baselining.

DECISION GATE

Is this a real legal workload with a responsible owner, measurable pain and
a plausible control model?



STAGE 2

Stage 2 Baseline the Current
Process

The business case needs a starting point. Without a baseline, a firm cannot know
whether AI has released capacity, shortened a matter cycle, improved coverage or
simply added another tool.
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What this stage is for

The baseline does not need false precision. It needs enough evidence to compare the present
process with the AI-assisted process. For a contract workflow that may mean hours per
agreement, senior review time, rework and common issue types. For disclosure it may mean
document volumes, first-pass review hours, known relevant material, duplication, exception
handling and elapsed time.

How Argyll would do it

We map the current steps from intake to final
legal output. We record volumes, hand-offs,
systems, review levels, delays, exception
points, supervision burden, external spend
and quality concerns. Where hard data is
unavailable, we separate known evidence from
estimates so the firm can see what needs to
be measured during the pilot.

What the firm receives

A current-state process map, baseline
measures, assumptions register, cost and
capacity estimate, risk points and a clear
statement of what improvement would be worth
pursuing.

DECISION GATE

Can the firm measure enough of the current workload to make a pilot
meaningful?



STAGE 3

Stage 3 Map Sources Data and
Permissions

Legal AI succeeds or fails on source control. The system must know which material it
may use, which sources are authoritative, which matters are separated and where
privilege or confidentiality applies.
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What this stage is for

This stage turns legal and information-governance concerns into design requirements. It
covers approved legal sources, document stores, matter files, case systems, title records,
research tools, client restrictions, ethical walls, role permissions, personal data and
retention rules. It also defines the evidence chain required for material outputs.

How Argyll would do it

We identify the repositories and external
sources the workflow needs. We classify data
sensitivity, privilege and client
restrictions. We define access rules by
matter, role and workflow. We decide whether
processing must be sovereign, private,
dedicated, on-premises or otherwise isolated.

What the firm receives

A source and data map, permission model,
evidence requirements, restricted-material
list, retention assumptions and deployment
constraints driven by legal risk.

DECISION GATE

Can the workflow access what it needs while excluding what it must not
touch?



STAGE 4

Stage 4 Design the Human and AI
Operating Model

The operating model defines what the AI prepares and what people decide. This is the
heart of responsible legal implementation.

Argyll Legal AI Implementation Programme 8

What this stage is for

A legal AI workflow should not blur responsibility. It may find, read, classify, extract,
compare, summarise, cross-reference, translate, prepare issue lists or draft work product.
Lawyers and authorised professionals remain responsible for interpretation, materiality,
legal advice, privilege decisions, negotiation strategy, disclosure decisions and client-
facing approval.

How Argyll would do it

We design the workflow step by step. For each
step we identify the AI action, permitted
tools, required sources, confidence and
evidence requirements, lawyer review point,
escalation path and audit record. Where
agentic behaviour is proposed, we define what
the agent can retrieve, update or initiate
and what always requires approval.

What the firm receives

A future-state operating model, human review
design, agent authority limits, escalation
route, audit requirements and workflow
specification suitable for building a pilot.

DECISION GATE

Is the boundary between AI assistance and professional decision-making clear
enough to test?



STAGE 5

Stage 5 Build a Contained Pilot

The pilot should be small enough to control and realistic enough to teach the firm
something useful. It should use representative material rather than a polished demo
set.
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The aim is to build a limited version of the workflow that lawyers can use against agreed
matter material. It should preserve source provenance, log activity, respect permissions and
expose review points. The pilot should avoid silent automation of consequential decisions.

This is also where the SRA's updated Effective Supervision guidance, published on 12 June
2026, becomes practical for firms and solicitors regulated in England and Wales. The pilot
should show what effective supervision of AI assisted or AI generated work looks like in the
firm's real workflow: who reviews the output, what they check, when they escalate and how an
authorised individual retains ultimate responsibility.

Scotland and Northern Ireland are not subject to SRA guidance. Where a workflow involves those
jurisdictions, the same practical measures should be mapped to the relevant local professional
duties and regulator expectations: responsible use, quality control, confidentiality,
privilege, source verification, supervision and clear human accountability.

How Argyll would do it

Configure the pilot around approved sources, permissions and matter boundaries.

Create prompts, retrieval rules, extraction logic, comparison steps and review screens.

Build in human review, scrutiny and professional judgement at the points where legal risk
requires it.

Record source links, user review decisions, limitations, exceptions and change history.

Define what the AI may prepare and what it may not decide, submit, approve or communicate.

JURISDICTION POINT

SRA guidance applies in England and Wales. The same supervision and
accountability controls should be adapted for Scotland, Northern Ireland and
any other relevant jurisdiction.



STAGE 6

Stage 6 Test With Representative
Legal Material

Testing is where legal AI earns trust or fails early. The tests should reflect the use
case, because different legal workflows fail in different ways.
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What this stage is for

For legal research, testing should focus on jurisdiction control, citation accuracy,
authority retrieval and contradictory sources. For contract review, it should test clause
extraction, unusual drafting, missing clauses and version comparison. For disclosure, it
should test recall, false negatives, privilege handling, chronology and issue tagging.

How Argyll would do it

We run normal matters, difficult examples and
edge cases. We check accuracy, completeness,
source traceability, permissions, latency,
cost, usability and failure behaviour. We
test what happens when sources are missing,
documents are malformed, instructions
conflict or the answer should be that the
system does not know.

What the firm receives

A validation report showing performance,
failures, examples, source evidence, user
feedback, risk controls, unresolved issues
and recommendations for improvement or
stopping.

DECISION GATE

Does testing show adequate performance for the legal risk of the workflow?



STAGE 7

Stage 7 Prove the Business Case

The firm should compare the tested workflow against the baseline before moving into
production. The question is not whether the AI is impressive. The question is whether
the evidence justifies deployment.
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What this stage is for

Value may appear as review hours released, shorter matter cycles, increased capacity,
earlier issue identification, better source coverage, reduced duplication, lower external
spend or more consistent preparation. The cost side should include implementation,
infrastructure, supervision, testing, training, monitoring and change control.

How Argyll would do it

We convert pilot evidence into a decision
case. We compare current and AI-assisted
performance, identify the residual risks,
estimate operating cost, select the
appropriate commercial model and recommend
whether to deploy, redesign, retest or stop.

What the firm receives

A deployment recommendation, measured benefit
case, cost model, risk position, operating
assumptions and practical next-step plan.

DECISION GATE

Does the benefit, cost and risk evidence justify controlled production?



STAGE 8

Stage 8 Move Into Controlled
Operation

Production legal AI needs an operating environment, not just a successful pilot. The
firm needs owners, support, access controls, monitoring, change control and
resilience.
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What this stage is for

This stage turns the tested workflow into a governed service. It confirms infrastructure,
deployment location, model routing, integrations, permissions, user roles, support
responsibilities, incident handling, audit logs, reporting and backup plans. It also defines
how the firm will approve changes to models, sources, prompts and workflow logic.

How Argyll would do it

We prepare the production configuration and
governance pack. We set up operational
monitoring, access controls, evaluation
checks and change-management procedures. We
agree the reporting cadence and the
conditions under which the workflow should
pause, escalate or be rolled back.

What the firm receives

A production operating model, governance
pack, access model, support approach,
monitoring plan, change-control process and
go-live readiness checklist.

DECISION GATE

Can the service operate without creating unmanaged professional, security or
operational risk?



STAGE 9

Stage 9 Train Adoption and Change
Management

Legal AI adoption is a people programme as much as a technology programme. Lawyers and
support teams need to understand how to use the workflow and how to challenge it.
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What this stage is for

Training should explain what the workflow does, what it does not do, which sources it uses,
when human review is required, how to inspect evidence, how to record decisions and how to
escalate uncertainty. The goal is not to turn every user into a model engineer. It is to
make the system professionally usable.

How Argyll would do it

We design role-specific training for lawyers,
paralegals, legal operations, administrators
and supervisors. We create practical review
examples, user guidance, escalation routes
and feedback loops. We help leaders introduce
the workflow as a controlled change to legal
work, not as a vague AI mandate.

What the firm receives

Training materials, user guidance, review
examples, adoption plan, feedback process and
supervisor guidance for responsible day-to-
day use.

DECISION GATE

Do users understand the workflow well enough to use it, question it and
remain professionally accountable?



STAGE 10

Stage 10 Monitor Scale and Extend

The first deployment is not the end of the journey. The firm should monitor actual
use, failures, cost, benefit and user behaviour before extending the capability.
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What this stage is for

Monitoring shows whether the workflow continues to perform as expected when new matters,
users, documents and source material appear. It also reveals whether adjacent use cases
should be added. Scaling should follow evidence, not enthusiasm alone.

How Argyll would do it

We review usage, exceptions, accuracy checks,
user feedback, cost, latency, matter outcomes
and change requests. We assess whether the
workflow needs more capacity, stronger
isolation, new integrations, revised prompts,
additional sources or expansion into another
practice area.

What the firm receives

A monitoring dashboard or report, improvement
backlog, capacity view, scale recommendation
and roadmap for adjacent legal AI workflows.

DECISION GATE

Should the firm expand, refine, hold steady or stop the workflow based on
operational evidence?



EXAMPLE JOURNEY

Example Journey Contract and Due
Diligence Review

A corporate or commercial team may begin with contract first-pass review or data-room
due diligence because the work is document-heavy, source-dependent and measurable.
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In the current process, lawyers and paralegals open large volumes of agreements, identify
parties, dates, termination rights, assignment restrictions, change-of-control provisions,
liabilities, governing law, renewal terms and unusual departures from precedent. Senior
lawyers then review the issue list and decide what matters for the client.

The AI-assisted process would not approve the contract or give final legal advice. It
would classify documents, extract agreed fields, compare language against approved
positions, identify missing clauses, link every issue to a clause or page and prepare a
source-linked review pack. Lawyers would then review the evidence, decide materiality and
approve the advice.

What would be measured

Time to first issue list and review hours per contract or data-room document set.

Accuracy of extracted fields and clause classification.

Number of material issues identified, missed or wrongly flagged.

Senior-review burden and rework rate.

Traceability from each finding to the source clause, page or document.

Cost per reviewed agreement or workstream compared with the baseline.

HUMAN ROLE

The AI prepares the review pack. The legal team decides interpretation,
materiality, negotiation position, risk acceptance and client advice.



FIRST WORKSHOP

First Workshop and Immediate Next
Steps

The first workshop should leave the firm with a clear candidate workload, an agreed
discovery route and a shared view of what evidence would justify a pilot.
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Workshop questions

Which legal process should AI support first, and why does it matter?

What does that process cost today in time, money, delay, supervision and rework?

Which activities are information processing, and which are professional judgement?

Which documents, authorities, matter records and systems are required?

What privileged, confidential, restricted or client-controlled information is
involved?

What must be traced back to source before a lawyer can rely on it?

What would a useful test need to prove before deployment?

Who owns the legal, technical, data, security, risk and commercial decisions?

NEXT STEP

Argyll would normally begin with a short use-case and baseline assessment,
then decide whether a contained pilot is justified.



ENGAGEMENT READINESS

Are You Ready to Engage

The firm does not need every answer before speaking to Argyll. In many cases the gaps
are the reason to start. This checklist shows the areas we will need to understand so
that the first conversation can move quickly from general interest to a practical
implementation route.
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A useful engagement begins when the firm can identify a candidate legal workload, the
people who own it and the information environment around it. The answers can be
approximate at first, but they should be grounded in real legal work rather than a general
ambition to use AI.

Information we will need to understand

Target workload: the legal process, matter type or workstream you want to improve first.

Practice context: commercial, criminal, transactional, international, legal operations or
cross-practice.

Current baseline: approximate matter volumes, document volumes, review hours, cycle time,
cost, rework and supervision burden.

Users and owners: the lawyers, legal operations staff, support teams and senior sponsor who
would own or use the workflow.

Professional boundaries: the decisions that must remain with qualified people and the
outputs that require review or approval.

Source material: contracts, case files, authorities, matter records, DMS content, title
data, research sources, correspondence or data rooms.

Data sensitivity: privilege, confidentiality, personal data, client restrictions, ethical
walls, criminal material or commercially sensitive information.

Systems and access: the document, matter, case, research, CRM, title, e-discovery or
workflow systems the AI may need to connect to.

Evidence requirements: whether findings need source links, page references, clause
references, citation checks, audit logs or review records.

Operational constraints: jurisdiction, sovereignty, isolation, retention, security,
procurement, integration and support requirements.

Success measures: what would count as useful improvement in time, cost, capacity, quality,
traceability, coverage, speed or risk control.

Decision route: who needs to approve discovery, pilot design, data access, security, legal
risk, budget and production deployment.

ENGAGEMENT TEST

If the firm can name the workload, the owner, the sources and the
professional control points, it is ready for a serious first discussion.


