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Introduction 

Artificial intelligence is reshaping the legal sector, not in the distant future, but right now. This 

report draws on conversations with senior technology, innovation, and operational leaders 

across a range of law firms to explore where AI is genuinely delivering value, what is holding 

back adoption, and how the profession is grappling with one of its most complex challenges: 

pricing legal services in an era of AI-driven efficiency. 

 
The insights presented here are aggregated and anonymised. They reflect honest, candid conversations with 

practitioners navigating these questions daily, from early experiments with general AI assistants through to 

sophisticated, practice-specific deployments that are materially changing how work is done and how value is 

delivered. 

 
What emerges is a picture of a profession that is engaged, curious and increasingly confident, but one that is still 

working out the rules of the road, particularly when it comes to pricing. 

 
A note on this version: AI capabilities, supplier models and pricing structures are developing at pace. This report is 

therefore being released as Version 1, reflecting the insights, tools and commercial models in evidence at the time of 

writing. The core lessons around adoption, governance, value and leadership remain highly relevant, but some of the 

pricing considerations, including token-based and assumption-based pricing models, will continue to evolve. A further 

Version 1.1 update is planned for October 2026 to address these developments in more detail. 

 

 

 
Jo Owen 
C O N SULTA N T, L IGHTS- O N 

https://www.lights-on.com/jo-owen/?utm_source=LightsonWP_Link2&utm_medium=LightsonWP_Link2&utm_campaign=LightsonWP_Link2&utm_id=LightsonWP_Link2&utm_term=LightsonWP_Link2&utm_content=LightsonWP_Link2
https://www.lights-on.com/jo-owen/?utm_source=LightsonWP_Link2&utm_medium=LightsonWP_Link2&utm_campaign=LightsonWP_Link2&utm_id=LightsonWP_Link2&utm_term=LightsonWP_Link2&utm_content=LightsonWP_Link2
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Tools like Microsoft Copilot Chat or firm-hosted access to large language models offered a safe, relatively frictionless 

entry point, limited procurement overhead, and manageable risk. This was not a strategic leap. For most, it was a 

careful first step. 

The initial focus was familiarity: access, policies, guardrails, and training covering both responsible use and basic 

capability. In many respects, it was an exercise in building confidence as much as competence. 

What happened next varied across firms, and the divergence is instructive. 

 
Firms that adopted a 'spray and pray' approach, rolling out access and trusting people to find the value for 

themselves, saw initial enthusiasm followed by a gradual trailing off. Without purpose or structured support, 

engagement faded. 

Firms that invested more deliberately in the surrounding conditions saw a different result. While training explored 

specific use cases, ran hackathons, identified champions, and actively addressed risk, adoption held steady, and 

appetite grew. These firms built a foundation rather than simply installing a tool. The difference was not the 

technology. It was intentionality. 

Building on the Foundation 

Firms that invested early in awareness and capability are now in a materially stronger position, well-placed to justify 

and extract genuine value from the more sophisticated, legally-focused platforms in the market. 

AI tools for the legal market have come a long way. The latest generation of platforms, built specifically for legal 

work, with deep document, tabular-based review and comparison, AI-assisted research, contract analysis and 

matter-specific automation, bear little resemblance to the generic assistants that preceded them. The difference is 

not incremental; it is transformational. 

 
S E C T I O N 0 1 

The Journey So Far 
For most firms, the AI story begins in the same place: a secure, low-cost 

general assistant. 
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“The capability of the tools has made a substantial shift in recent months. They are 

designed to work the way lawyers do; intuitive and genuinely delivering value.” 

 

 
D AMIE N B E H AN , IN N O VAT IO N & T E CH N O L O G Y D IR E CT O R AT B R O D I E S L L P 

 
 

 

A tiered approach to AI access is emerging as a practical response to varying user readiness: a general assistant 

available to all staff; more advanced platforms extended to those who have demonstrated capability; and highly 

targeted tools deployed for specific work types or identified power users. 

The typical technology stack across many firms today reflects this layered logic: 

 
 A general productivity tool (e.g. Microsoft Copilot, a secure GPT-based assistant) 

 A legal-specific AI platform (e.g. Harvey, Legora, Jylo, CoCounsel) 

  A legal research tool with AI integration (e.g. Lexis+ AI, CoCounsel) 

 In some cases, worktype-specific tools for defined processes such as data room review, client onboarding or due 

diligence 

Firms that took a deliberate, phased path, building foundational awareness before layering in more advanced tools, 

report stronger engagement and more measurable return. The journey, as is often the way, matters as much as the 

destination. 

 
 
 
 
 
 
 
 
 
 
 

 
Efficiency, Risk, Quality and Talent 

The most frequently cited benefit is time. Work that previously took days is completed in hours; tasks measured in 

hours are taking minutes. Across firms, the moments practitioners describe when they first realised what AI could do 

follow a similar pattern: a task completed in a fraction of the expected time. 

 
S E C T I O N 0 2 

Where Firms Are Seeing Value 
The value of AI in legal practice is emerging in two distinct ways: through 

consistent, compelling anecdotal evidence, even where it resists precise 

measurement, and through genuinely measurable gains where firms have 

taken a problem-first approach. 
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 Document review in large transactional matters, one firm saved days reviewing inherited files taken over from 

another firm 

 Legal research and know-how synthesis, firms using AI-integrated research platforms report dramatic reductions 

in research time, with outputs converted into advice notes, client materials and precedents 

 Proposal and pitch writing, preparation time cut from several hours to under an hour 
 

For firms doing fixed-fee work, the impact on profitability can be immediate and significant. Work that previously ran 

at a loss, or at best broke even, becomes commercially viable when AI significantly reduces the time required to 

deliver it. 

 

 “AI has turned unprofitable fixed fee work into profitable work. That is a meaningful 

commercial change, not just an efficiency statistic.” 

 

 
AB B Y E W E N , CH I E F O PE R AT IN G O F F I CE R AT B R O W N E J ACO B S O N L L P 

 
 

 

Beyond speed, firms are seeing AI deliver meaningful improvements in the quality of work. Used as a sounding board 

rather than simply a drafting tool, AI enables practitioners to stress-test their thinking, surface considerations they 

might not have reached independently, and approach problems from angles that a single adviser, however 

experienced, may not naturally take. The result is advice that is more thoroughly tested before it reaches the client. 

This is particularly valuable in complex or unfamiliar matters, where the ability to quickly and confidentially 

interrogate a position provides a kind of always-available second opinion. For more junior lawyers, it also accelerates 

the development of broader contextual knowledge in a way that traditional supervision alone cannot replicate. 

Firms are also using AI as a formal checking and quality-assurance layer during client onboarding and in systematic 

review of outgoing work, an area where agentic AI is delivering efficiency and risk-reduction simultaneously. A less 

expected benefit is recruitment: candidates, from junior lawyers through to new Partner hires, are explicitly asking 

about firms' AI tools and strategy during interviews. A credible AI capability has become a genuine differentiator. 

 

Where the Gains Become Measurable 

Among firms seeing the most significant results, a common characteristic stands out: they started with a defined 

problem. Where a specific operational challenge was identified first, a baseline already existed, the process was 

documented, the pain was understood, and the cost in time, resource or client experience was known. When AI was 

applied to that problem, success was demonstrable rather than a matter of opinion. 

Onboarding processes and risk assessment steps requiring significant time have been automated, delivering 

measurable gains in both efficiency and risk management. Where firms began with a tool and looked for uses, the 

value may still be real, but it is harder to see, harder to prove, and the business case for further investment becomes 

more difficult to make. 

Training and internal champions have been critical to translating either type of value into sustained adoption, and are 

addressed in the following section alongside the governance structures that support them. 
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Procurement 

The path from identifying a promising platform to deployment involves security reviews, data protection 

assessments, supplier due diligence, contract negotiation and internal procurement approval. Each of these 

stages is legitimate and necessary, but complex and time-consuming. This is not a reason to cut corners on 

governance. It is a reason to invest in the capacity to run procurement and security reviews efficiently, and 

to build institutional familiarity with what good AI supplier due diligence looks like, especially in such a fast-

paced and changing environment. 

Fear and Uncertainty 

Many fee earners remain uncertain about when it is appropriate to use AI, what checks they should carry 

out on AI-generated output, and what professional or regulatory risks they may be taking on. In the 

absence of clear guidance, the default for some is simply not to use it. Firms that have provided clear, 

practical guidelines, alongside training on how to critically evaluate AI output, have seen significantly higher 

engagement. 

Lack of Practical Literacy 

Even where tools are available and guidance exists, a fundamental knowledge gap persists. The challenge is 

not just technical literacy but practical literacy: knowing not just that a tool exists, but what it is genuinely 

useful for in the context of specific day-to-day work. 

Culture and Permission 

A subtler but significant barrier is cultural ambiguity. In some firms, lawyers are unsure whether using AI is 

sanctioned, whether it reflects poorly on their professional judgement, or whether they would be criticised 

for using it. Firms that have been explicit and positive in internal communications about AI use, making clear 

that it is encouraged, expected and supported, have seen markedly different results from those that have 

left the question unanswered. 

The scale of this effect is larger than most firms assume. Research published by Microsoft in May 2026, 

drawing on surveys of 20,000 workers across ten countries, found that organisational factors, specifically 

culture, manager support and talent practices, account for more than twice the reported AI impact of 

individual effort alone. The technology people have access to, and the skills they individually develop, matter 

far less than the environment in which they are being asked to use them. 

 
S E C T I O N 0 3 

What Holds Firms Back 
Despite the evident opportunity, adoption remains patchy. Several 

recurring barriers emerge. 
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Client Constraints 

Client restrictions add a further layer of operational complexity. A growing number of clients are imposing 

conditions on AI use in their matters, either through panel terms or direct instruction. In some cases these 

reflect a principled position; in others they stem from misunderstanding about what AI use actually involves 

and which data protection obligations apply. Whichever the cause, firms need to track these restrictions 

reliably at matter level and ensure that the relevant people are aware of them. 

Incentive and Reward 

One barrier sits closer to home than the others and is rarely named directly. In most firms, fee earners are 

measured and rewarded primarily on the hours they bill. Investing time in learning AI tools, developing use 

cases, or experimenting with new approaches carries a real personal cost in that framework. It takes time 

that is not directly billable and reduces the hours available to record against client matters. For individuals 

whose performance is assessed against utilisation and billing targets, limited engagement with AI is, at least 

in the short term, the rational response. This is not a failure of individual ambition or curiosity. It is a 

predictable consequence of incentive design. Firms that are serious about embedding AI need to confront 

whether their current performance frameworks are aligned with the behaviour they want to encourage. 

 
 
 
 
 
 
 
 
 
 
 
 
 

 
Clarity on Use Cases and Guidelines 

Firms that have articulated clear, approved use cases and provided people with practical guidance on how to apply AI 

have seen faster, more confident adoption. Some have formalised this through structured frameworks that require 

users to document what they are doing with AI, for what purpose, and with what commercial or risk considerations in 

mind. This governance approach also generates a valuable body of knowledge about what works, which in turn 

supports the case for further investment. 

 
S E C T I O N 0 4 

Building the Foundations for Adoption 
Among the firms seeing the most sustained adoption, a set of common 

characteristics stands out, not in the technology they have chosen, but in 

how they have organised themselves around it. 
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Training, Champions and Peer Learning 

Training has been a critical enabler, but the most effective approaches go beyond formal instruction. Firms that have 

identified champions within practice groups, people who understand the tools and can translate that understanding 

into the language of their colleagues, have seen faster and more sustained adoption. Lawyers are most persuaded by 

other lawyers. Use cases shared by a peer in the same practice area carry more weight than anything presented by 

an IT or innovation team. Building internal communities of practice around AI use has achieved what top-down 

mandates alone could not. 

The behaviour of managers and senior fee earners is a particularly significant variable. The same Microsoft research 

found that when managers visibly and actively used AI themselves, their teams reported substantially higher AI value 

and significantly stronger critical thinking about their own AI use. When managers created space for 

experimentation, people were measurably more likely to become regular users. The signal that senior practitioners 

send by engaging with AI openly, sharing what they have tried, and being willing to be seen learning in public, is one 

of the most effective adoption levers available. Champions within practice groups matter for exactly the same 

reason: they make it visible that AI use is what capable, credible people in this firm do. 

Supervision Policy and the Audit Trail 

As AI use becomes embedded in day-to-day practice, the governance question shifts from “do we have a policy?” to 

“can we evidence that the policy is working?” These are different questions, and the gap between them is where risk 

accumulates. 

Firms building strong foundations are treating supervision as a practical process, not just a policy document. This 

means being clear about what oversight is required at each stage of AI-assisted work: which outputs require human 

review before being relied upon, what form that review should take, and how it should be recorded. It also means 

ensuring that the answer to the question “who checked this, and how?” is accessible and consistent, not dependent 

on individual practitioners reconstructing their process after the fact. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Start with What AI Does, Not What It Is 

The breadth of AI capability can feel paralysing. A more useful starting point is a solid understanding of the core tasks 

AI performs reliably in a legal context: summarise, compare, draft, review, find, extract, classify, organise, 

interrogate and translate. Before asking what AI can do for your firm, team or for you, ask which of these appears 

most frequently in your working week, and where the time cost of doing them manually is highest. That is where the 

conversation starts. 

 
S E C T I O N 0 5 

Unlocking Value: Practical Actions 
Understanding what successful firms have in common is useful. Having a 

method to replicate it is more so. The following actions reflect the 

approach that firms seeing the strongest results have, for general 

adoption. 
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What firms that have moved furthest along the adoption journey tend to discover is that this list applies more 

universally than lawyers initially expect. Legal work feels enormously varied at the content level, a corporate 

transaction, an employment dispute, a planning inquiry and a commercial contract review have little in common on 

the surface. But when the underlying tasks are examined, the same small set of categories keeps appearing across all 

practice groups and work types. Reading something and extracting what matters. Comparing two versions of a 

document. Drafting something to a brief. Researching a question. Reviewing a position for risk. The subject matter 

changes; the task does not. 

Lawyers are understandably resistant to this framing. The instinct to protect the complexity and specialisation of 

their work is strong, and it is not entirely wrong; the expertise required to evaluate AI output is real and significant. 

But the tasks themselves, stripped of their subject matter, are more consistent across practice areas than most 

practitioners acknowledge. Firms that have leaned into this insight have found that it substantially accelerates 

adoption. Rather than treating each practice group as a unique AI challenge requiring a bespoke approach, they 

apply the same task-level framework consistently, then adapt it to context. The result is faster embedding at scale, 

because the foundation, a shared vocabulary of tasks that AI can support, is already in place. 

In practice, this means asking a different first question. Not "how does AI apply to commercial property?" or "what 

can AI do for litigation?" but "in this team, which of the core task categories takes the most time, and what would we 

do differently if that time were freed?" That question is answerable, actionable, and consistent across the firm. The 

harder part is turning the answer into something people will actually use. 

Translate Capability into Practical Application 

That is where most firms stall. The limiting factor is rarely the technology; it is, as consistently observed, human 

imagination. People find it genuinely difficult to see where a new tool fits until someone helps them map it onto the 

specific tasks they actually do. A structured use case approach is the most effective way to do this. The simplest 

version (as set out in the LITIG AI Benchmark Initiative - Use Cases) requires only a single sentence: 

 

[Capability]: [who] in [which team] are [doing what] using AI to [achieve what outcome]. 

 
For example: lawyers in the employment team are reviewing settlement agreements using AI to identify non-

standard clauses and flag potential risks before partner sign-off. Or: the BD team are drafting pitch responses using AI 

to tailor content to specific client sectors, reducing preparation time from 4 hours to under 1 hour. 

This format is deliberately simple. Its value lies not in the documentation itself, but in the conversation it generates, 

which forces the specific questions that surface the real opportunities: what do we do repeatedly? Where does the 

time go? What would we do more of if it took less effort? Firms that have structured this conversation consistently 

report that it accelerates both adoption and the identification of high-value use cases. The opportunity is almost 

always larger than people expected. 

https://www.litig.org/ai/use-cases
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Make It Visible and Accessible 

Awareness and accessibility are preconditions for adoption. Communicate clearly and repeatedly about what is 

available, make access as frictionless as possible, and ensure people know where to go with questions. 

The cultural conditions matter just as much as the practical ones. Firms that unlock adoption fastest are those where 

curiosity is explicitly encouraged, where leadership has made clear that exploring AI is part of the job, not a 

distraction from it. That means creating visible space for questions and experimentation, sharing what is working 

openly across the firm, and treating early attempts as progress rather than measuring people only against polished 

outcomes. 

Champions within practice groups are the most effective mechanism for both. A peer who is openly curious, willing to 

share what has and has not worked, and enthusiastic about what they have found creates permission for others to 

engage in a way that firm-wide communications rarely achieve. The signal they send, that this is something worth 

investing time in, is as important as any practical guidance they provide. 

The firms seeing the strongest AI outcomes are those where it feels safe to suggest new ways of working, where 

experiments are welcomed rather than evaluated only against polished results, and where people at all levels have 

confidence that exploring AI is supported. That psychological safety, the sense that trying something and it not 

working perfectly is acceptable, is not a soft condition. It is a structural one. Without it, even well-designed tools and 

clear guidance will stall at the point where individual appetite meets organisational uncertainty about what is 

actually wanted. 

 
 
 
 
 
 
 
 
 
 
 

 
Focus on the Goal, Not the Brand 

A common regret is having been distracted by the reputations and marketing of specific AI platforms, rather than 

anchoring decisions in the specific tasks or problems the firm needed to solve. The pace of change in AI means that 

the leading tool today may not be the leading tool in twelve months, but the business problem being solved is stable. 

Firms that have maintained a problem-led architecture, selecting and layering tools based on what they do rather 

than who makes them, feel more confident in their positioning. 

 
S E C T I O N 0 6 

What Firms Would Have Done Differently 
With the benefit of hindsight, senior leaders across firms identified 

several areas where they would have made different choices. 
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Firm-Wide Communication 

Several leaders reflected that they underestimated the importance of consistent, firm-wide communication about 

the AI journey. Where AI adoption was treated as an IT or innovation project rather than a firm-wide strategic 

initiative, engagement from partners and senior fee earners was slower to materialise. Clear, regular communication 

from leadership, explaining what the firm is doing with AI, why, and what it means for different roles, has been 

transformative in the firms that prioritised it. The firms furthest along the journey are those where the Board and 

senior partners are not just aware of AI developments, but are actively engaged with them. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
The Commercial Logic 

The commercial logic of AI-driven efficiency is more nuanced than it first appears. There is a strong case that as AI 

makes legal services faster and more affordable, overall demand for legal work will expand rather than contract. 

Services that were previously too costly for some clients become accessible; new service lines become viable; and 

time freed by AI can be redirected to higher-value advisory work that the traditional billable hour model currently 

undersells. Rather than simply reducing revenue, AI may enlarge the market for legal services. 

At the same time, AI creates a widening gap between the cost of producing legal work and the value it delivers to the 

client. As production time falls, firms that continue to price purely on hours will see revenue erode. Firms that price 

on the value of the outcome, speed, certainty, risk reduction, and quality of judgement will see margins improve. The 

pricing question, then, is not simply about passing efficiency savings to the client. It is about understanding where 

value actually lies, and pricing accordingly. 

 

“AI is compressing production time. The question is whether the savings flow to the client, 

to the firm, or are shared, and on what basis.” 

 
S E C T I O N 0 7 

The Pricing Challenge 
If AI adoption is the question most firms are actively working through, AI 

and pricing is the question most are actively avoiding. A striking picture 

has emerged: almost no firm has yet found a settled answer to how AI-

driven efficiency should affect what it charges its clients. 
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The Current Reality 

In practice, most firms are in an uncomfortable middle ground. Fee earners are using AI to complete work faster, but 

in many cases are billing for the reduced time at their existing hourly rate, neither recovering the cost of the AI 

investment nor capturing any share of the value delivered to the client through faster turnaround. 

Clients are beginning to notice. Banking and financial services clients, in particular, are asking how AI-driven 

efficiencies should translate into reduced fees. Some clients are challenging the use of AI in their matters altogether, 

often due to a misunderstanding of what AI use entails and which data protection obligations apply. 

A small number of firms are experimenting with new models: discrete, productised service offerings that break 

complex matters into defined modules; distinct service lines specifically designed around AI-assisted delivery; and, in 

one case, explicit AI delivery tiers ranging from AI-only outputs through to AI-assisted work with varying levels of 

lawyer review. These are early-stage models, but they point toward what the market may ultimately require. 

 
Key Questions for Firms 

The pricing challenge comes down to a set of interconnected questions that do not yet have industry-accepted 

answers: 

Should the cost of AI tooling be treated as a recoverable disbursement or absorbed as a cost of doing business? 

 
When AI reduces the time required for a task, should the client pay for the time taken or the value delivered? 

 
How should the cost of checking and validating AI output be reflected in fees? 

 
In fixed-fee arrangements, how should AI-driven cost reductions be shared between firm and client? 

 
How do you communicate the use of AI, and the value it delivers, in a way that builds rather than undermines 

client trust? 

What are the implications for standard terms and conditions of engagement as AI changes the economics of 

service delivery? 

These are not questions that individual firms can answer in isolation. They require engagement with clients, dialogue 

with regulators, and ultimately the development of new commercial norms across the profession. The firms that 

engage now, rather than waiting for consensus to emerge, will be best placed to shape what that new normal looks 

like. 

Detailed pricing frameworks and recommendations, developed in collaboration with a specialist pricing expert, will 

be set out in the following section. 
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S T E P 1 

Diagnose 

 

 
S T E P 2 

Outcome 

 

 
S T E P 3 

Model 

 

 
S T E P 4 

Narrative 

 
 

Ask the Expert: A Pricing Framework for the AI Era 

Jenny Millar is a pricing strategy specialist, founder of Untapped Pricing and co-author of The Pricing Sprint. We 

asked her to reflect on the research and share her perspective on how firms should respond to the pricing challenge 

that AI presents. 

The pricing section of this report is where the greatest commercial opportunity lies. The research has surfaced a set 

of questions that many firms are aware of, but few have yet answered with confidence. The next step is to move the 

conversation from uncertainty to action. 

The central issue is that AI is separating the cost of producing legal work from the value delivered to the client. If 

firms continue to price purely by reference to time, they risk allowing the commercial benefit of AI to disappear 

through reduced billable hours. The real question is how that value should be treated. When AI reduces the cost of 

delivery, should the benefit sit with the client, the firm, or be shared in a more deliberate and transparent way? 

For law firms, the organising principle should be clear: how can the value created by AI be shared, captured and 

communicated in a way that protects profitability, strengthens client trust and reflects the true value of the work 

being delivered? 

 

 
J E N N Y MIL L AR , F O U N D E R & PR I CIN G S T R AT E G Y L E AD , U N TAPPE D PR I CIN G 

 

 

 

A Practical Framework 

One way to make the pricing challenge more actionable is to give firms a simple starting framework. The four steps 

below are designed to be practical and sequential, a way of working through the pricing question for any matter or 

service line. 

 

https://untappedpricing.co.uk/about/?utm_source=LightsonWP_Link3&utm_medium=LightsonWP_Link3&utm_campaign=LightsonWP_Link3&utm_id=LightsonWP_Link3&utm_term=LightsonWP_Link3&utm_content=LightsonWP_Link3
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Step 1: Diagnose the Work Type 

Not all legal work should be priced the same. Firms need to distinguish between repeatable, process-led, expertise-

led, risk-led, urgency-led and outcome-led work. A single matter could contain all of these types of work. The 

appropriate pricing model and the share of AI benefit that should flow to client or firm will differ significantly across 

these categories. 

Step 2: Identify What the Client Values 

AI may reduce the time required to deliver work, but clients do not necessarily value time; they value outcomes. 

Speed, certainty, risk reduction, quality, access, commercial judgement and a better result are all things clients care 

about. Understanding which of these the client is actually paying for is the starting point for any value-based pricing 

conversation. 

Step 3: Choose the Pricing Model 

Hourly rates may still make sense for ambiguous or highly exploratory work, but fixed fees, modular fees, retainers, 

subscriptions, tiered service levels and outcome-linked components become more relevant where AI makes delivery 

more repeatable and predictable. A matter may have different pricing for different phases. The question is not which 

model is correct in the abstract, but which model best reflects the value being delivered and which creates the right 

incentives for both firm and client. 

Step 4: Build the Client Narrative 

Firms need a clear, confident way to explain how AI is being used on a matter: what remains human-led, how quality 

is checked, how data is protected, and why the fee reflects value rather than simply elapsed time. This is not just a 

transparency exercise; it is a commercial opportunity. 

Firms that can clearly communicate the value of their AI capabilities will be better placed to defend their fees, 

differentiate their offerings, and build client trust. 

Handling Client Narrative: Expert Advice 

There is a risk that the narrative becomes inconsistent across the firm, with different partners and practice groups 

explaining AI use in different ways. A structured approach to the client narrative helps avoid this. Firms should be able 

to give clear, consistent answers across six areas: 

  What AI is being used for on this matter 

  What remains human-led 

  How quality is checked and assured, and how that supervision can be evidenced if required 

  How client data is protected 

  Why the fee reflects value, not just elapsed time 

How any efficiency benefit from AI is being shared with the client 
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Matter: Commercial contract review for a mid-market M&A transaction 

A corporate team is advising a private equity client on the acquisition of a UK-based technology business. 

The scope includes a review of approximately 120 commercial contracts in a data room, identification of 

material risks, and a summary report for the client's investment committee. 

 
Handled well, this narrative can become a genuine differentiator. Firms that communicate clearly, confidently and 

commercially about their AI capability will be better placed to defend fees, build trust and demonstrate that AI 

improves value, not simply reduces cost. Importantly, these messages should not be developed in isolation. They need 

to be tested with clients. The right language will depend on how clients interpret AI use, what they trust, what they 

worry about, and whether the proposed pricing feels fair. That is where pricing, trust and differentiation come 

together. 

Applying the Framework 

The following is a simplified example that illustrates how the four-step framework translates into a practical pricing 

decision. It is based on a composite of approaches observed across firms, rather than any single firm or matter. The 

example calculator was created in minutes using a leading generative AI tool, as an aid to support pricing discussions: 

 

Step 1: Diagnose the work type 

This is primarily a process led matter with an expertise overlay. The bulk of the work, reading, categorising and 

extracting key terms from 120 contracts, is repetitive and well-suited to AI assisted review. The expertise element 

comes in assessing materiality, advising on risk, and framing the output for a sophisticated investment committee 

audience. These two layers should be priced differently. 

Step 2: Identify what the client values 

For a private equity client in an active deal process, the dominant value drivers are speed and certainty. The client 

needs comprehensive coverage quickly, missing a material contract risk could delay or affect the terms of the deal. 

Quality and risk reduction are the primary purchase. 

Step 3: Choose the pricing model 

A fixed fee is the most appropriate model. The process-led layer, AI assisted contract extraction and categorisation, is 

considered a defined deliverable, reflecting the actual cost of AI-assisted delivery rather than notional hourly time. 

The expertise layer, risk assessment, materiality judgement and the investment committee report, is considered 

separately, reflecting the advisory value being provided. This structure is transparent, reflects how the work is 

actually done, and enables a clear conversation with the client about what each component delivers. 
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Worked example inputs: hourly rate, estimated hours, AI and technology factors, and client value 

factors. 

 
Step 4: Build the client narrative 

The fee proposal to the client explains that AI-assisted review tools are used to conduct the initial pass across all 120 

contracts, extracting key terms, flagging non-standard clauses, and categorising by risk type. This first stage is human 

supervised and all outputs are reviewed by a qualified solicitor before any risk assessment is made. The second stage, 

prioritisation, materiality judgement and the investment committee summary, is conducted entirely by the advisory 

team. Data is processed in a closed, client-specific environment and does not leave the firm's infrastructure. The fee 

reflects the value of comprehensive, rapid coverage and a clear advisory output, not the number of hours spent 

reading contracts individually. 

How the calculator works 

The inputs and sliding scales below illustrate how a suggested fee might be approached. This is intended as a pricing 

conversation tool rather than a precise formula; each factor (AI time saving, client value drivers, and benefit share) 

can be adjusted to explore different matters and scenarios. The right answer will vary by work type, client 

relationship and context. 
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Pricing summary 

 

Input This matter 

Hourly rate £400 / hour 

Estimated hours without AI 40 hours (£16,000 time cost basis) 

AI use Heavy (AI-assisted contract review platform) 

AI time saving 50% on the process layer (20 hours saved) 

Speed / urgency premium 15% 

Client share of AI saving 60% of AI saving (£4,800) returned to client 

Suggested fee £11,200 fixed fee 

Firm margin improvement +£3,200 vs. billing reduced hours at hourly rate 

Firm Calculation and Benefit 

In this scenario, the client pays £11,200 against a traditional time-cost of £16,000, a saving of £4,800. AI reduces the 

time cost by £8,000 (50%), and 60% of that efficiency saving is returned to the client in the form of a lower fee. The 

firm, meanwhile, earns £3,200 more than it would by simply billing the AI-reduced hours at the hourly rate, and 

recovers its £400 tooling cost in full. The transparency of the modular structure, and the explicit client narrative 

around AI use, data protection and quality oversight, supports the fee conversation rather than undermining it. 

The appropriate client share of any AI efficiency saving will vary by matter type. For repeatable, process-led work 

where the AI saving is evident to the client, a higher client share may be needed to reflect market expectations. For 

expertise-led, risk-led or urgent work, where the value comes from judgement, assurance and speed rather than 

hours saved, the firm may reasonably retain more of the benefit. The calculator should therefore be treated as a 

conversation tool, not a formula: the right answer depends on the nature of the work, the client relationship, and the 

commercial context. 
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The technology has moved further and faster than most anticipated. The organisational and commercial questions it 

raises have not. 

That gap, between what AI can do and what firms have yet to address in order to benefit from it fully, is where the 

real work now lies. The firms that have moved furthest are not those with the most sophisticated tools. They are 

those that invested early in the surrounding conditions: the culture, the governance, the practical frameworks, and 

the commercial thinking that determine whether AI generates lasting value or simply generates activity. That 

distinction will matter more as the technology continues to develop, not less. 

Two threads run through the report that are worth drawing together here. The first is that AI adoption is, at its core, 

a cultural and organisational challenge. Tools are necessary but not sufficient. What matters is whether the 

environment around people, the signals leaders send, the norms that govern professional behaviour, the incentive 

structures in which fee earners operate, is aligned with the direction the firm wants to move. Where it is not, 

progress will remain patchy however good the technology is. 

The second is that the pricing question, which most firms are still avoiding, cannot be deferred indefinitely. AI is 

already changing the economics of legal service delivery. Clients are already beginning to ask how that should be 

reflected in what they pay. The firms that engage with this now, even imperfectly, will be better placed to shape the 

commercial norms that emerge than those that wait for consensus to arrive. 

On pricing in particular, the message is simple: start experimenting. The framework set out in this report, and the 

worked example that illustrates it, are deliberately practical. They are not a definitive answer. They are a starting 

point for conversations that most firms have not yet had. The right approach will vary by work type, client 

relationship and commercial context. The only way to find it is to begin. 

About This Report 

This report was written by Jo Owen, Consultant at Lights-On Consulting and Jenny Millar, founder of Untapped Pricing 

and co-author of The Pricing Sprint. The insights are drawn from conversations with senior technology, innovation and 

operational leaders across UK law firms, conducted as part of Lights-On's ongoing work with firms navigating the 

opportunities and challenges of AI adoption. 
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Conclusion: The Moment to Move 
The picture that emerges from across these conversations is one of a 

profession that is genuinely engaged with AI, more so than many outside 

it assume, but one that is still working through what engagement actually 

requires. 
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About Lights-On Consulting 

Lights-On Consulting is an independent legal IT consultancy with over two decades of experience advising UK law 

firms on technology strategy, procurement and delivery. The firm works with managing partners, IT directors and 

senior leadership teams across firms of all sizes, providing strategic advice and practical support without vendor 

allegiance. 

Much of Lights-On's current work sits at the intersection of technology and the organisational questions that 

technology raises: not just which tools to adopt, but how to build the conditions in which those tools deliver lasting 

value. The challenges this report explores are ones we work through with firms regularly. 

How Lights-On can help 

The barriers and questions set out in this report map closely to areas where Lights-On provides support. 

 
 For firms working out where to focus and how to build a credible AI strategy, Lights-On offers independent AI 

strategy reviews: an assessment of where the firm currently sits, what it is getting right, where the gaps are, 

and what a practical path forward looks like. This is the same work Lights-On carried out for Digby Brown, 

whose Director of IT described the value as coming specifically from its independence and industry knowledge. 

  For firms struggling with the procurement and security review overhead that slows AI adoption, Lights-On 

brings structured procurement experience to bear: helping firms define requirements clearly, navigate the 

supplier landscape efficiently, and complete the due diligence process without it becoming a barrier to 

progress. 

  For firms that need strategic AI leadership but do not have the capacity in-house, Lights-On provides fractional 

IT director support: working alongside existing teams to provide direction, prioritisation and the kind of senior- 

level challenge that helps firms make better decisions faster. 

  And for firms earlier in the journey, wanting to take stock before committing to a direction, a Strategic IT 

Review can provide the benchmarking and independent perspective that gives leadership teams the confidence 

to move. 

To find out more or to have an initial conversation, visit www.lights-on.com or contact marketing@lights-on.com. 

Damien Behan, Innovation & Technology Director at Brodies LLP 

https://www.lights-on.com/?utm_source=LightsonWP_Link1&utm_medium=LightsonWP_Link1&utm_campaign=LightsonWP_Link1&utm_id=LightsonWP_Link1&utm_term=LightsonWP_Link1&utm_content=LightsonWP_Link1
https://www.lights-on.com/?utm_source=LightsonWP_Link1&utm_medium=LightsonWP_Link1&utm_campaign=LightsonWP_Link1&utm_id=LightsonWP_Link1&utm_term=LightsonWP_Link1
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About Untapped Pricing 

Untapped Pricing is a specialist pricing consultancy that helps ambitious leadership teams turn pricing into a strategic 

growth lever. Working across B2B and B2C organisations, Untapped combines commercial analysis, customer 

research and behavioural insight to help firms make pricing decisions with greater confidence and clarity. 

The firm's Pricing Sprint methodology, set out in the book of the same name, provides a structured path from 

diagnosis to implementation: exploring where pricing is holding a business back, designing and testing new 

approaches with real customers, and building the internal alignment needed to make change stick. It is deliberately 

practical, designed to produce decisions that teams can act on rather than strategies that sit on shelves. 

The pricing challenge this report describes is one Untapped works through with clients regularly. As AI separates the 

cost of producing work from the value it delivers, the question of how to price is becoming more urgent and more 

complex in equal measure. The firms that engage with it seriously now will be better placed commercially than those 

that wait for the market to settle. 

How Untapped can help 

For firms wanting to understand quickly where their pricing stands, Untapped's free Pricing Scorecard at 

untappedpricing.co.uk provides an immediate diagnostic of where decisions are strong and where the gaps are. 

For leadership teams that need to get aligned around the pricing question without a large time commitment, the 

Pricing Springboard offers a structured 90-minute session that surfaces the key issues and builds a shared starting 

point. 

For firms ready to go further, the Pricing Sprint provides a ten-week structured engagement covering the full journey 

from diagnosis through to a validated pricing strategy, with client insight, evidence and team buy-in built in at every 

stage. 

The Pricing Sprint by Jenny Millar and Ann Padley is published by Bloomsbury and available from all major book sellers. 

It provides a practical guide to the full methodology for those who want to explore it independently first. 

To find out more or to speak with a pricing expert, visit untappedpricing.co.uk or contact 

hello@untappedpricing.co.uk. 

 
Continuing the conversation 

The questions raised in this report will not be answered by technology alone. They require leadership, governance, 

commercial judgement and a clear understanding of how AI fits into the wider strategy of the firm. For some firms, 

that means taking a first structured look at AI. For others, it means reviewing tools already in use, strengthening 

governance, improving adoption or building a clearer client narrative. Lights-On helps law firms work through those 

questions with independent, practical and legal-sector-specific advice. 

To discuss the themes raised in this report, or to explore how your firm is approaching AI strategy, adoption or 

procurement, contact Jo Owen at Lights-On Consulting via marketing@lights-on.com. 

https://untappedpricing.co.uk/?utm_source=LightsonWP_Link4&utm_medium=LightsonWP_Link4&utm_campaign=LightsonWP_Link4&utm_id=LightsonWP_Link4&utm_term=LightsonWP_Link4&utm_content=LightsonWP_Link4
mailto:hello@untappedpricing.co.uk
mailto:marketing@lights-on.com
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