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Moving from Al Confusion to Competitive Advantage

The questions about artificial intelligence tools come faster every week: "Can we use ChatGPT for legal
research?" "Should we invest in Al-powered contract review?" "What's our firm policy on generative Al

tools?" "If we don’t use Al, will we fall behind our competitors?"

These questions are arising because your attorneys and staff are already experimenting with Al tools, often
without guidance. Some are using ChatGPT to draft client emails, others are trying Al research tools, and

everyone is wondering what's allowed and what's not.

As managing partner, you're caught between attorneys and staff eager to experiment and the need to make

strategic decisions that protect your firm's future.

And while testing Al out of curiosity in the short term might be fine, creating an Al strategy will have better
long-term results. Proactively addressing Al adoption by establishing clear policies, defining best practices,

selecting appropriate tools, and training your firm sets you up for competitive advantages.

This guide provides a practical roadmap for managing partners like you who need to make strategic
decisions about Al adoption. You'll learn how to evaluate Al tools, build consensus, and implement Al in

ways that enhance your practice while managing risks.
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SECTION 1

The Strategic Imperative for Al in Mid-Size Firms

Al Reality Check: What Your Firm Is Actually Dealing With

Al is already in your firm, whether you've formally adopted it or not. You might use ChatGPT yourself to
brainstorm legal arguments. Associates are experimenting with Al research tools. Support staff are asking
whether they can use Al to draft routine correspondence. The question isn't whether Al will enter your firm
— it's whether you'll guide that adoption strategically.

Al is a large umbrella term that covers many types of Al, and each has different implications for

your practice.

Generative Al tools
Arﬂf'c'ql Tools like ChatGPT, Claude, and Gemini draft text, analyze documents, and answer
questions. Your team is most likely experimenting with these already.

Intelligence

Legal research Al platforms
Westlaw Edge Al, Lexis+ Al, Harvey, and CoCounsel are designed for legal analysis.

Document review & contract analysis Al
Kira Systems, eBrevia, and Luminance extract key information from contracts at scale.

Practice management Al
Automates routine firm operations tasks like time tracking, calendaring, client intake,
and workflow management.

Client communication Al
Includes chatbots, automated intake systems, and tools for drafting

client correspondence.

As a managing partner, you need a strategy that addresses all of these categories, because even if they’re

not all on your radar now, they likely will be soon.

Your Competitive Sweet Spot

Your agility as a mid-sized law firm is your competitive advantage. You can make decisions quickly without
bureaucratic layers, you have closer relationships with your attorneys and staff, and you can see results
from software implementations almost immediately. When it comes to Al, you can pilot a tool with a

practice group, evaluate results in weeks, and scale it firm-wide within a quarter.

Your client relationships also provide leverage in adopting Al. Contrary to common views that Al replaces
personal interactions, when you provide faster legal research, more thorough contract analysis, or quicker

response times with Al, you're amplifying the personal attention clients value rather than replacing it.



@ Centerbase ¢«

Consider the practical impact:

e A partner who can complete comprehensive legal research in 30 minutes instead of 3 hours has more

time for strategy meetings with clients.

e An associate who can review contracts with Al assistance can focus on complex legal issues rather than

routine data extraction.

e A firm that can respond to RFPs more quickly and comprehensively wins more business.

Furthermore, talent expectations are shifting. New attorneys entering the profession have used Al tools
throughout law school. They expect to work with modern technology and question why routine tasks can't

be automated. Firms that embrace Al will more easily attract and retain top talent.

Defining Al Success for Your Firm
Before implementing any Al strategy, you need clear definitions of success that align with your firm's

specific goals and challenges. To form the foundation of your Al strategy:

Focus on business outcomes, not technology adoption. Instead of asking "How can we use Al?" ask "What

business challenges could Al help us solve?" Common challenges Al can address include:

e Partners spending too much time on routine research instead of high-value client work
° Inconsistent quality across different attorneys handling similar matters

e Providing clients faster turnaround while maintaining thoroughness

e Competitive pressure to reduce costs while improving service quality

* Inaccurate timekeeping that leads to missed billable hours and revenue

Establish measurable goals. Successful Al adoption requires specific, trackable objectives such as:

e Reduce legal research time by 40% while improving comprehensiveness
° Increase accuracy and speed of contract review by 50%
°* Improve client response times for routine matters by 60%

e Enable junior attorneys to handle more complex matters with Al assistance

The Strategic Framework: Control vs. Chaos

In short, you can proactively develop an Al strategy, or you can reactively manage the chaos of unguided Al

adoption. There is no middle ground.

Your firm's Al journey starts with recognizing that your partners and associates are using Al tools with or
without guidance, and it’s up to you to lead that adoption strategically. The following chapters will show you
exactly how to build and implement an Al strategy that positions your firm for competitive success while

managing the risks that keep managing partners awake at night.
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SECTION 2

Building the Business Case for Al

The ROI Redlity: Moving Beyond Hype to Hard Numbers

Every managing partner faces the same challenge when evaluating Al investments: separating genuine

business value from technology hype.

The good news is that Al's ROl in legal practice is often more measurable and immediate than other
technology investments. Unlike infrastructure upgrades requiring months to show value, many Al tools

produce quantifiable results within weeks.

However, building a compelling business case for Al in your law firm requires understanding costs and
benefits across different Al applications. A generative Al tool for research has different cost structures than

Al-powered contract review systems or automated practice management features.

Calculating Current Costs: The Baseline You Need
Before you can measure Al's impact, you need accurate baselines for your current processes. Most firms
underestimate the costs of manual work because they don't account for hidden inefficiencies. Consider the

following costs:

Legal research costs go beyond obvious search time. They include junior associates’ time spent reviewing
irrelevant cases, partners’ review time spent on quality control, and the opportunity cost of attorneys doing
routine research instead of higher-value work. A typical research project that takes 4 hours might actually

consume 6-8 hours when you factor in quality control and rework.

Document review costs multiply across large matters. Beyond attorney time, consider coordination
overhead, quality control reviews, and client communication. Many firms discover their effective hourly cost

is 30-40% higher than billing rates when all activities are included.

Administrative inefficiencies like manual time tracking, scheduling, and deadline management represent
significant hidden costs. Attorneys failing to capture all billable time and support staff spending hours on

routine tasks contribute to baseline costs.
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Projecting Al Benefits: Realistic Expectations
When estimating how your firm will benefit from Al, focus on realistic, measurable improvements rather

than revolutionary transformations. For example:

Time savings that translate to revenue. When Al reduces research time by 50%, the value isn't just time

saved, it's also capacity created. Calculate this as both cost savings and revenue opportunity.

Quality improvements that reduce risk. Al tools improving accuracy in contract review or deadline

management save time while reducing malpractice risk and improving client satisfaction.

Competitive advantages that win business. Providing faster responses or more comprehensive analyses can
help your firm win more business. For proof, start tracking how Al capabilities influence win rates and

client retention.

Scalability benefits that enable growth. Allowing junior attorneys to use Al to handle complex work or

enabling services in new practice areas creates profitable growth opportunities.

The Real Cost Structure
Of course, implementing Al isn’t all about reducing costs and increasing revenue. As with any technology
implementation, there are costs involved in establishing Al across your firm. Common categories of costs

you’ll want to factor into your Al assessment include:
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®  Subscription fees
Direct e Integration expenses
Technology e Potential infrastructure upgrades

Costs *  Factor in full cost of ownership
over 2-3 years

o  Often exceed initial

o technology costs
Training and

AdOp‘I'IOI'I o Reduced productivity during
Costs learning curves

e Ongoing support

®  Formal training

Change *  Updating workflows

quqgemenf e Creating Al usage policies
Costs * Documenting processes

Risk Assessment: The Costs of Not Adopting Al
Despite the buzz around Al, no one is truly forcing you and your firm to adopt it. But, what’s the cost of

doing nothing? If the legal industry really does adopt Al en masse, what happens if you don’t follow suit?

Competitive disadvantage costs Talent retention costs Client satisfaction erosion
 Accumulate as competitors . Increase when attorneys leave Happens gradually as
gain Al advantages for firms with modern clients experience better
. . technolo service from competitors
. If competing firms work 40% gy P
faster, your firm loses . Recruitment and training costs
business over time can be hundreds of thousands

of dollars per departure
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Creating Financial Models for Your Partnership

Once you've calculated your baseline costs and projected Al benefits, you need to present this information
in a way that resonates with your fellow partners and drives decision-making. The most compelling business
cases translate ROI from Al into the financial metrics you care about and address the specific concerns that

come up in partnership meetings.

Focus on profit per partner metrics that you and your partners understand.

° For baseline data, use your firm's current revenue per attorney and profit margins.

e Calculate projected time savings from Al implementations. For example, if Al reduces legal research by 2
hours per project, multiply your billing rates by 2 hours to determine revenue capacity increases.

e Factor in all Al costs including subscriptions, training, and implementation expenses to calculate net
profit impact.

° Present this as concrete figures: "An Al investment of $X increases firm profit by $X annually."

e Show how Al affects firm profitability over 1, 2, and 3-year timeframes.

Address capital allocation by comparing Al investments to hiring attorneys, expanding offices, or other
growth investments.

°* Show the ROl comparison: "Al investment generates 40% annual return compared to 15% from adding an
associate."

¢ Include break-even analysis demonstrating when Al pays for itself.

Include risk-adjusted returns with best-case, worst-case, and most-likely scenarios.
° Create three versions of your financial projections by adjusting key variables like adoption rates (50% vs.
90% of attorneys using Al) and efficiency gains (30% vs. 60% time savings).

°* Show performance under different conditions to address any partners' concerns about implementation.

Demonstrate cash flow impact and payback periods.

° Create monthly projections showing upfront Al costs followed by gradual efficiency gains, accounting for
the initial productivity dip during training.
°* Track when cumulative benefits exceed cumulative costs to determine your firm's specific payback

period.

The most effective business cases combine these examples of hard financial data and strategic positioning

arguments, addressing both immediate benefits and long-term competitive advantages.
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SECTION 3

Creating a Practical Implementation Strategy

The Phased Approach: Start Smart and Scale Strategically
Like any technology implementation, successful Al implementations follow a deliberate, phased approach
that builds momentum through early wins while avoiding disruptions to daily work. Here’s a sample phased

approach to use at your firm.

Phase 1 — Months 1-3: Establish a Foundation and Quick Wins: This phase is about building your
team’s confidence with Al tools. Create a low-stakes environment by starting with Al tools like
automated time tracking, deadline calendaring, and workflow automation. Tools like Centerbase's

automated time capture deliver immediate ROl while building your team’s familiarity with Al.

. Phase 2 — Months 4-8: Research and Analysis Enhancement: Now that your team is using the
foundational Al tools, you can expand into legal research and document analysis tools. Consider
implementing Al research platforms for specific practice groups and beginning contract analysis

pilots with routine contract types.

0 Phase 3 — Months 9-18: Client-Facing Applications: Finally, carefully introduce client-facing
applications like Al-enhanced communication tools or automated intake processes. This requires the

most careful change management.

Designing Effective Pilots
As you’re planning out your phased approach, take the time to build in components besides the tools you’re
testing to set your firm up for success. You’ll want clear objectives, defined success metrics, and structured

evaluation processes that provide actionable insights for firm-wide implementation.

Select participants strategically

Certain members of your firm will be more willing than others to embrace Al, so choose attorneys and staff
who are likely to be open to new processes rather than trying to convert skeptics. You’ll also want
participants who are willing to provide constructive feedback, and be sure to include a mix of senior and

junior attorneys and staff members to understand how Al affects different experience levels.

Define specific outcomes
Establish concrete goals for your pilot project like "reduce contract review time by 40%" rather than vague

objectives like "improve efficiency." This will help you assess expectations for what Al can do for your firm.
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Create structured comparisons

Use control groups or before-and-after analysis to isolate Al's impact. For example, half your team can use
Al for contract review while the other half uses traditional methods, then compare the results. Track both
quantitative metrics (time spent, errors identified, client satisfaction scores) and qualitative feedback

(attorney satisfaction, perceived quality improvements, workflow changes).

Document systematically

Capture detailed feedback about what works, what doesn't, and what unexpected challenges emerge. Have
all participants in the pilot program answer the same questions about their experience. This documentation
will be crucial for refining your approach and convincing skeptical partners about implementing Al
firm-wide.

Training, Change Management, and Integration

Any software implementation has a high likelihood of failing without effective training and a change
management plan, and Al is no different. Remember that your team is busy, some members are skeptical of
new processes, and many are accustomed to working a certain way. Your approach to training, change
management, and integration must respect these realities to ensure successful adoption. We offer some

tips below:

Create realistic practice scenarios

Use actual case examples and client matters
from your firm rather than generic training
materials. Attorneys and staff will be more

engaged when they can see how Al applies to

their specific practice areas and client types.

“Why” before “how?” Provide multiple training formats

Before teaching attorneys how to
use Al tools, help them understand
why these tools will make their
work better, faster, or more
enjoyable. Do this by connecting

Al capabilities as potential solutions
to specific pain points they
experience in their daily practice.

Al Training

Framework

Prioritize system integration

Before selecting Al tools, understand how
they connect with your current software
systems to ensure seamless integration
and adoption. An Al tool that adds friction
to your processes or requires an additional
login will likely fail to gain adoption.

Plan for productivity dips

Play to people’s varied learning styles and
preferences (and increase training
participation) by offering live sessions,
video tutorials, written guides, and peer
mentoring.

Establish internal champions

Identify attorneys and staff who quickly
master Al tools and are willing to help
colleagues. These internal experts often
provide more effective ongoing support
than external trainers because they
understand your firm's specific workflows
and challenges.

As your team learns the new Al tools, expect a

temporary decline in their work efficiency. Build

this into your timeline and billing projections so
you’re ready for it when it happens.

10
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SECTION 4

Measuring Success and Continuous Improvement

Beyond Time Saved: Metrics That Actually Matter

You might be tempted to start measuring Al success by tracking time savings, such as how much faster
attorneys complete research or document review with Al assistance. While efficiency metrics are important,
they don't capture the full value of Al adoption or provide the insights you need for strategic

decision-making.

Effective Al measurement requires a balanced scorecard approach that tracks financial impact, quality
improvements, competitive advantages, and long-term strategic benefits. The metrics you choose will

depend on your firm's business objectives while providing actionable insights into refining your Al strategy.

Your measurement framework should also distinguish between leading indicators that predict future
success and lagging indicators that confirm results. Leading indicators help you identify and address
problems early, while lagging indicators validate your overall Al strategy. Below, we offer some metrics to

consider tracking.

Financial Performance Metrics
°* Revenue per attorney metrics capture Al's impact on your firm’s overall productivity. Track changes in
revenue per attorney, billable hour realization, and matter profitability for Al users compared to baseline

periods or control groups.

¢ Client acquisition and retention data shows whether Al capabilities help win business or strengthen
existing relationships. Monitor your success rate on competitive proposals, client satisfaction scores,

and retention rates for matters where Al was used.

¢ Matter profitability analysis reveals whether Al improves the economics of different types of legal work.
You can compare profit margins on Al-assisted matters to similar matters handled without Al to identify

which Al applications provide the highest ROI.

11
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Quality and Competitive Indicators

e  Error rate tracking compares accuracy between Al-assisted and traditional processes. Establish baseline

metrics before Al implementation, and then monitor the accuracy of contract reviews,

comprehensiveness of research, and reliability of deadline management post-Al to measure

improvement over time.

¢ Client satisfaction metrics provide direct feedback on whether Al enhances service quality through

surveys, feedback scores, and retention rates. This will help you understand how Al adoption affects

client perceptions of your firm's service.

Usage and Adoption Analytics

* Usage rate analysis identifies which attorneys, practice groups, and matter types show highest adoption.

Low usage may indicate training needs, tool limitations, or resistance that require attention.

e Feature utilization data shows which Al capabilities provide the most value and which remain

underused. This information helps focus training efforts and guide future Al investments.

*  Workflow integration metrics measure how well Al tools fit into existing work processes. Track the

frequency of workarounds, duplicate data entry, or process modifications that suggest

integration problems.

Creating Feedback Loops for Continuous Improvement

Successful Al adoption requires ongoing refinement based on actual usage data and user feedback. By

establishing systematic processes for collecting, analyzing, and acting on the performance information

gathered from the metrics described above, you’ll embed opportunities for continuous improvement.

Regular assessment cycles
Should occur quarterly for the first year of Al
implementation, then annually. These

assessments should review all measurement

categories and identify specific opportunities for

improvement.

Vendor relationship management

Includes regular performance reviews with Al tool

providers. The proof is in the data, so use your
usage and outcome data to negotiate better

terms, request feature improvements, or evaluate

alternative solutions.

User feedback collection

Use surveys, focus groups, and interviews to gain
insights missed by metrics. Create safe channels
for attorneys and staff to report issues, suggest

improvements, and share successes.

Benchmark updates

As your Al capabilities mature and market
conditions change. Regularly reassess your
measurement framework to ensure it captures

current priorities and provides actionable insights.

12
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SECTION 5§

Building an Al-Ready Firm Culture

Cultural Transformation Beyond Technology

Successful Al adoption requires a cultural shift within your firm toward innovation, continuous learning, and
strategic use of technology. As a managing partner, you're not just purchasing software; you're leading a
transformation that affects how your firm thinks about legal practice, firm operations, client service, and

competitive advantage.

To thrive with Al, your firm will need to develop a culture that embraces experimentation, values data-driven
decisions, and views technology as a strategic enabler. This cultural foundation will determine whether Al

creates sustainable advantages or expensive distractions for your firm.

Fostering Innovation While Preserving Professional Values

Legal practice combines tradition with innovation in ways that can create tension around Al adoption. Your
challenge is encouraging technological innovation while maintaining professional judgment, ethical

standards, and client focus that define quality legal service. So how can you lead the charge?

Encourage calculated experimentation. Create environments where attorneys and staff can safely test Al
tools without criticism if the results aren't immediately positive. You can build innovative growth mindsets
by developing pilot programs, building in time for innovation, and encouraging your team to share stories of

what they learned from unsuccessful experiments.

Emphasize Al as professional enhancement. Consistently communicate that Al amplifies rather than
replaces professional judgment. It’s important for attorneys to know that Al handles routine tasks so they

can focus on strategy and complex problem-solving that clients value.

Balance efficiency with quality. While Al can dramatically improve efficiency, it’s crucial to maintain your
firm’s commitments to quality and thoroughness. Use Al to do better work faster rather than rushing

through work carelessly.

13
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Preparing for Next-Generation Attorneys

New attorneys entering your firm expect to work with modern technology and will likely bring Al experience

from law school. Your firm culture must accommodate these expectations while ensuring proper training on

your Al-enabled processes and expectations for oversight and quality assurance.

Some ideas to get you started:

Integrate Al
into onboarding

New attorneys should
learn your firm’s Al tools
and policies during
orientation, signaling
that Al is a normal part
of legal practice rather

than optional add-on.

Build Al guidance into
mentorship programs

Pair junior attorneys with
senior attorneys who can
model appropriate Al use
and provide guidance on
professional judgment. This
mentorship helps ensure Al
enhances rather than
replaces traditional legal

training.

Develop career pathways
that value Al skillsets

Include Al proficiency in
evaluations and
advancement. Attorneys
should see tech
competence as key to

career growth.

Encourage
reverse mentoring

Let tech-savvy juniors
share Al insights with
seniors. Reverse
mentoring boosts
firm-wide Al skills
and shows learning is

mutual.

Creating Competitive Advantages Through Al-Human Collaboration

The most successful firms develop approaches to Al that create unique competitive advantages rather than
simply matching what competitors are doing. This differentiation comes from combining Al capabilities with

your firm's specific expertise, ways of working, and client relationships.

* Develop signature Al applications. Identify ways to use Al that align with your firm's practice areas and
client base. For example, corporate firms might focus on contract analysis, litigation firms on discovery

and case research.

* Create Al-enabled service innovations. Develop new service offerings that leverage Al capabilities to
provide enhanced value. These might include rapid legal research services, accelerated due diligence

processes, or comprehensive compliance monitoring that wouldn't be economical without Al assistance.

* Use Al to strengthen client relationships. Focus on Al applications that increase client interaction and
satisfaction rather than reduce human contact. Al should enable more frequent communication, faster

response times, and more comprehensive analysis to strengthen client relationships.
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Long-Term Strategic Planning for Al Evolution

Al technology continues evolving rapidly, and your firm culture must be prepared for ongoing change rather

than treating current Al adoption as a one-time project.

Establish continuous learning expectations. Make staying current with Al developments part of your

team’s professional responsibility through education requirements or training updates.

Build flexible Al policies. Create frameworks that can accommodate new tools while maintaining

appropriate oversight and quality control as Al capabilities evolve.

Plan for Al integration across all firm functions. Consider how Al might affect all aspects of your
firm’s operations, from business development and client service to accounting and human
resources. This comprehensive perspective helps ensure that your Al strategy supports overall
firm objectives.

Model the behavior you want to see. Use Al tools yourself, share your experiences, and demonstrate
that technological learning is a leadership priority. Your personal commitment to Al usage influences

firm culture more than any policy or training program.

Your Next Steps: Moving from Strategy to Action

The legal industry's Al transformation is accelerating, and managing partners who act strategically now will
shape the future of legal practice. The choice isn't whether to adopt Al, it's whether to lead adoption

thoughtfully or react to competitive pressure.

Your firm's Al journey starts with understanding current challenges, building consensus among partners, and
implementing tools systematically. Success requires balancing innovation with risk management, efficiency

with quality, and technology adoption with professional values.

Focus on business outcomes rather than technology features, build consensus through demonstrated

results rather than theoretical benefits, and maintain client relationships while enhancing service delivery.

15
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Your Next 90 Days

e Calculate baseline costs for your current manual processes (research time, document review,

administrative tasks)
e Build financial models showing profit per partner impact and cash flow projections for Al adoption

e Identify practice management Al tools for Phase 1 implementation (automated time tracking,

calendaring, workflow automation)
e Select pilot participants from early adopters and design structured comparison processes
The firms that act strategically and carefully yet decisively will build competitive advantages that compound

over time. The firms that wait for perfect certainty will compete from behind against more technologically

sophisticated competitors. Make your firm’s Al future part of your strategic plan.

Your firm is only as powerful as the software you use.

Contact us to learn how your firm can practice
efficiently, manage profitably, and grow strategically
with a single platform.
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