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Executive brief October 2026

THE DECISION

What this report helps you decide
A field report for law-firm and in-house leaders choosing where AI can assist without weakening client confidence,
source verification, or professional judgment.

A useful AI pilot produces work a responsible person can check, improves a measurable result, and leaves a reliable
path when the system is wrong. This report starts with the public evidence, then turns it into a small operating
decision. It is an editorial synthesis, not an original industry survey.

THE CITATION IS PART OF THE DELIVERABLE

An answer that sounds right but points to a
nonexistent case is not research. Verify each authority
in the primary legal source before a person relies on it.

A MATTER NEEDS A BOUNDARY

Set approved data, tool, reviewer, retention,
client-communication, and filing rules by matter type.
One firm-wide toggle cannot describe every client's
risk.

MEASURE CLIENT VALUE, NOT GENERATED PAGES

Track time to a reviewed answer, correction time,
write-offs, matter margin, and client satisfaction. A
quick first draft can still create a slow review.

PROTECT JUDGMENT

Use AI to prepare and compare, with the lawyer
responsible for advice, factual accuracy,
confidentiality, and what reaches a client or court.

HOW TO USE IT

Read the evidence as a starting point, use the six operating decisions to choose one workflow, and answer the five
scorecard questions before scaling. A provider announcement establishes that a product was offered; it does not prove your
organization will get the same result.
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Evidence and denominators October 2026

MARKET SIGNALS

Three numbers. Three carefully limited
claims.
Survey findings describe respondents and the questions asked. They are not a universal adoption rate or an
experimental result.

31% PERSONAL USE

Share reporting personal generative-AI use at work in 2024 responses from more
than 2,800 legal professionals, published in the MyCase 2025 Legal Industry
Report on the ABA site.

21% FIRM USE

The same report's 2024 measure of firm use. It is not the same question as
personal use, and the figures should not be subtracted as a formal shadow-use
rate.

79% ANY AI USE

Clio's provider-led 2025 Legal Trends Report says this share of surveyed legal
professionals used AI in their firms. A different sample and question from the
MyCase survey.

Reading rule: do not combine figures from different surveys as though they share a denominator. A user survey, a regulatory
observation, and a company rollout answer different questions.
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Operating map October 2026

A REPEATABLE CONTROL

From source to decision
The five handoffs below make a pilot auditable without turning every simple task into a committee meeting.

01  SOURCE

Name the approved record, owner, date, and population.

02  PREPARE

Let AI retrieve, compare, draft, or classify inside a defined boundary.

03  VERIFY

A reviewer checks material claims against the original record.

04  AUTHORIZE

A named person approves any client, financial, legal, or housing action.

05  LEARN

Record errors, rework, cost, and whether the intended result happened.
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Where the work changes October 2026

DECISION 1 OF 6

Where the work changes
Start at intake, not at the model. A client question creates a matter, a conflict check, documents, factual
assertions, research, advice, and often a filing. AI may accelerate document sorting, chronology, issue
spotting, and first drafts. It does not erase the lawyer's obligation to know which record and rule support an
answer. The practical unit is a reviewed work product: a memo with links to authorities, a contract
comparison tied to clauses, or an intake summary checked against source documents.

REAL-WORLD SCENARIO

A commercial team compares 60 supplier agreements. The model extracts renewal clauses into a table; a reviewer opens
every cited clause in the original document before the summary goes to deal counsel.

WHERE IT FAILS

The table silently treats an amendment as the controlling agreement, so a renewal date is wrong.

WHAT TO MEASURE

Correct clauses per sampled agreement; review minutes; missed amendments; rework after partner review.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.
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Choose the first matter carefully October 2026

DECISION 2 OF 6

Choose the first matter carefully
The safest first job is not necessarily the smallest document. Choose a frequent task with an established
reviewer, a known source set, and an error that can be corrected before a client or court acts. Research
summaries can be useful when the tool retrieves from a controlled library and the lawyer follows each
citation. Client emails can be useful when the factual record and promised action are checked. Avoid
starting with autonomous advice, settlement terms, filing, or privilege decisions.

REAL-WORLD SCENARIO

A litigation team pilots chronology drafting on closed matters with known outcomes. It scores missing events, wrong dates,
unsupported assertions, and time to a partner-approved timeline before using live matters.

WHERE IT FAILS

The pilot looks fast because reviewers fix errors outside the tracked workflow.

WHAT TO MEASURE

Elapsed time to approved timeline, reviewer edits, unsupported statements, and downstream corrections.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.
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Confidentiality is a workflow decision October 2026

DECISION 3 OF 6

Confidentiality is a workflow decision
A product's security page is not a matter-specific data policy. Identify what enters prompts, what is
retained, who may retrieve it, whether vendor personnel or subprocessors can access it, and how a client
restriction is enforced. Separate public research from privileged material. Give staff an approved
alternative; a policy that only says 'do not use AI' may push work into unmanaged accounts.

REAL-WORLD SCENARIO

A practice group allows public-law research in an approved assistant but requires a separate workspace and explicit
matter approval for client documents. Templates remind users to remove unnecessary identifiers.

WHERE IT FAILS

A team member pastes a full client email chain into a consumer account to save time.

WHAT TO MEASURE

Approved-tool usage, blocked or redirected sensitive uploads, exceptions resolved, and training completion.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.
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The source-verification chain October 2026

DECISION 4 OF 6

The source-verification chain
For each legal proposition, require a source that exists, matches the jurisdiction and date, remains good
law, and actually supports the sentence. For factual propositions, point to the record, not to a model's
paraphrase. The reviewer should be able to move from output to authority in one or two clicks. Test the
chain with deliberately tricky cases: superseded statutes, negative treatment, similarly named parties, and
quoted text with a missing qualifier.

REAL-WORLD SCENARIO

Before a brief is filed, a paralegal checks citations against the court record and primary authority; the signing lawyer
reviews the proposition and current validity.

WHERE IT FAILS

A case exists but stands for a narrower point than the drafted sentence claims.

WHAT TO MEASURE

Unsupported propositions per filing draft, time to verify, citation defects found after sign-off.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.
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Client economics and pricing October 2026

DECISION 5 OF 6

Client economics and pricing
Under an hourly engagement, bill for actual work and review the ABA's fee discussion before passing
through AI costs. Under fixed fees, faster delivery may improve margin or allow a better client price, but
only if quality and scope stay stable. Do not count every saved drafting minute as cash. First separate
released capacity from lower external cost or truly avoided hiring; then include licensing, configuration,
review, correction, and client communication.

REAL-WORLD SCENARIO

A firm handles 200 routine agreement reviews yearly. A trial reduces average preparation by 25 minutes but adds 10
minutes of verification. The net 15 minutes is capacity, not automatic cash savings; realization depends on whether the
team uses that time productively.

WHERE IT FAILS

A fee model assumes all drafted minutes disappear while partner review and client questions rise.

WHAT TO MEASURE

Net review time, write-offs, realization, fixed-fee margin, client response time, and corrections.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.
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A 90-day operating trial October 2026

DECISION 6 OF 6

A 90-day operating trial
Days 1-20: choose one matter type, document the baseline, set data rules and exclusions. Days 21-45:
run on past matters and compare with known work, with a source-by-source error log. Days 46-70: allow
reviewed live use for a small cohort; sample outputs weekly and record client-facing corrections. Days
71-90: decide by matter type, not by aggregate enthusiasm. Keep a rollback path and tell staff where work
goes when the tool is unavailable.

REAL-WORLD SCENARIO

The pilot committee includes a practice owner, knowledge lawyer, information-security lead, billing owner, and one
skeptical reviewer who sees the original source set.

WHERE IT FAILS

Adoption is counted as success while a low-volume but severe filing error is averaged away.

WHAT TO MEASURE

Use on eligible matters, quality, reviewer burden, economics, exceptions, and client trust.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.
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Named evidence October 2026

NAMED SOURCES

What the public cases do - and do not -
show
Provider announcements, professional guidance, and survey reports carry different evidentiary weight.

ABA Formal Opinion 512

The ABA's 2024 ethics opinion brings competence, confidentiality, client communication, supervision, candor, and
reasonable fees into one AI-use framework.

Limit: It is guidance on professional duties, not a performance study or a universal state rule.

Use it: Map existing professional obligations to each workflow before buying a product.

Clio Legal Trends 2025

Clio reports widespread AI use and provides survey and platform-data views of legal work and client expectations.

Limit: It is provider-led research; use its methods and definitions, not its growth language, when benchmarking your firm.

Use it: Compare adoption, output quality, client trust, and matter economics separately.

U.S. Bankruptcy Court warning

A 2026 court notice warns that AI-generated filings can contain fabricated citations, misstated records, and inaccurate
deadlines, with possible sanctions.

Limit: The notice describes a court's requirements and risks; local court rules differ.

Use it: Verification needs a named person and a recorded source check before filing.
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Economics and scorecard October 2026

BUSINESS CASE

Calculate the gain after the review.
Use one unit of work: one reviewed matter, reconciliation, or property inquiry. Replace the illustrative inputs below
with local observations.

ILLUSTRATIVE MODEL

A firm handles 200 routine agreement reviews yearly. A trial reduces average preparation by 25 minutes but adds 10
minutes of verification. The net 15 minutes is capacity, not automatic cash savings; realization depends on whether the
team uses that time productively.

THE SAME EQUATION IN EVERY SECTOR

Net reviewed minutes = preparation time removed - new verification and correction time. Cash savings
require an actual reduction in paid cost. Freed time is capacity until it changes a measured outcome.

FIVE-GATE SCORECARD

Can a reviewer trace each substantive claim to a current source?

Are client and matter data restrictions enforced in the actual tool?

Can a lawyer identify who approved every client-facing or filed output?

Does the pilot improve reviewed work and client value after corrections?

Is there a workable manual path when the assistant is unavailable?

Decision rule: if a material gate is unanswered, keep the trial limited and assign a fix. A high average score does not cancel one severe
failure.
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90-day pilot October 2026

IMPLEMENTATION

A 90-day path that earns the next step
The report does not prescribe a universal threshold. Set your own before the pilot, using the error cost and the
baseline for this workflow.

DAYS 1-20 Define and baseline
Choose one task, accountable owner, source records, allowed data, and excluded actions.
Measure recent work before changing the process.

DAYS 21-45 Test on known work
Run past cases or a non-production sample. Keep a log of omissions, unsupported claims,
corrections, and review time.

DAYS 46-70 Use under review
Allow a small live group to use the output with named approval and a manual fallback. Sample
both easy and difficult cases.

DAYS 71-90 Decide by outcome
Compare approved work, cost, service, and severe errors to the baseline. Scale, modify, or
stop by workflow.
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Decision rights October 2026

AUTHORITY MAP

What AI may prepare - and who decides
A practical starting matrix. Change the permissions to match the job, the customer, and the cost of a wrong
action.

WORK AI MAY PERSON CHECKS

Public-law research
summary

Retrieve and draft with source links Check authority, jurisdiction, date and
proposition

PAUSE IF Missing or invented authority

Contract clause
comparison

Extract clauses and differences Open controlling agreement and amendments

PAUSE IF Wrong version or missing clause

Client-status update Draft from approved matter record Approve facts, tone and promised action

PAUSE IF Disclosure or commitment not authorized

Court filing Prepare a reviewed draft only Signing lawyer verifies law and record

PAUSE IF Any unsupported assertion
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Failure library October 2026

FAILURE CHECKS

Six ways an apparently good pilot can fail
Test the weak points before a customer, client, auditor, or court discovers them.

01 False authority

A plausible citation does not exist or says something
else.

Check: Open the primary source and compare the
proposition.

02 Privilege leak

A prompt includes material outside the approved matter
workspace.

Check: Restrict uploads and log exceptions; offer an
approved route.

03 Wrong version

A summary relies on a superseded contract or statute.

Check: Show effective date and controlling source in
the output.

04 Invisible review

A draft reaches the client with no named approver.

Check: Require approval in the matter system, not a
chat message.

05 Fee confusion

The team bills generated time as if it were lawyer time.

Check: Reconcile actual work and client terms before
invoicing.

06 Workaround

Strict controls send staff to an unmanaged account.

Check: Make the approved process fast enough to
use.
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Vendor diligence October 2026

BEFORE PROCUREMENT

Ask for a demonstration on your own work
A polished sales demo answers almost none of the questions below. Request written answers and a small test on
records you control.

01 Can the tool show the exact document, passage, and version behind each answer?

02 What happens to client data, prompts, outputs, and logs after the matter ends?

03 Can we limit retrieval and permissions by client and matter?

04 Can an administrator replay an answer after a model or source update?

05 How are false citations and unsupported propositions measured on our own cases?

06 What is the usable manual path during an outage?

Request a versioned export of sample outputs, errors, reviewer changes, and source links. If the supplier can only show a
success story, the evidence is not ready for a scale decision.
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Pilot charter October 2026

PRINTABLE WORKSHEET

Write down the trial before the first login
One page can prevent weeks of arguing about whether an impressive demo became a better operation.

01  MATTER TYPE AND EXCLUSIONS

02  APPROVED DATA AND SOURCE SET

03  NAMED REVIEWING LAWYER

04  BASELINE APPROVED-WORK TIME AND DEFECT RATE

05  SAMPLING PLAN AND SEVERE-ERROR TRIGGER

06  CLIENT-COMMUNICATION RULE

07  MANUAL FALLBACK AND DECISION DATE

Scale, modify, or stop? Decide from the documented baseline, severe-error rule, reviewed-work quality, and total cost - not
the number of prompts or drafts.
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Methods and sources October 2026

SOURCE LEDGER

Open the evidence. Keep the scope.
Sources checked for this October 2026 edition. Links are clickable in the PDF.

Method: we synthesized dated primary guidance, original professional or member surveys, and named company
announcements. This is not a representative survey conducted by AI Adoption Trends. Illustrative scenarios and economic
calculations are explicitly examples; they are not reported customer outcomes. Figures keep the source sample and
wording.

01 ABA Formal Opinion 512 (2024)

02 ABA / MyCase Legal Industry Report 2025

03 Clio 2025 Legal Trends Report and methods

04 U.S. Bankruptcy Court AI filing warning (2026)

Use this report to frame a local test. Check current rules and source versions before a consequential decision.
Questions or corrections: gary@aiadoptiontrends.com

https://www.americanbar.org/content/dam/aba/administrative/professional_responsibility/ethics-opinions/aba-formal-opinion-512.pdf
https://www.americanbar.org/groups/law_practice/resources/law-technology-today/2025/the-legal-industry-report-2025/
https://www.clio.com/resources/legal-trends/read-online/
https://www.cacb.uscourts.gov/sites/cacb/files/documents/judges/BB_Risk%20Associated%20with%20the%20use%20of%20AI%20Tools.pdf
mailto:gary@aiadoptiontrends.com

