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L I V E  P O L L

How far would you trust an agent 
with one routine workflow, say 
NDAs, this quarter?

Answer in the poll panel. I'll ask the same question again at ten to 
five.

1 Not at all, not yet

2 Only if a lawyer checks every 
output

3 If exceptions are escalated and 
someone owns the playbook

4 Fully, for routine work within our 
rules

5 We already do this
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T H E  S T A R T I N G  P O I N T

The foundation is already there.

T H E  P R O B L E M

Inexpensive work is being done by expensive resources.
resources.
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T H E  O P E R A T I N G  M O D E L

Three things you already ask of a new hire

Capability

F O R  A  H I R E

Knowledge and competency. 
competency. Can they do the 
the job?

F O R  A N  A G E N T

Skills and architecture. What is 
the agent built to do?

Context

F O R  A  H I R E

Organisational context so they 
they can operate in the role.
role.

F O R  A N  A G E N T

The playbook, written for a 
reader that can't ask what you 
you meant.

Scalability

F O R  A  H I R E

Grows into the role. Trusted to 
work semi-autonomously.

F O R  A N  A G E N T

The system around the agent: 
agent: cockpit, escalations, 
data, an auditor.
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T O D A Y ' S  F O C U S :  T H E  T H I R D  L A Y E R

Many teams buy the tech but skip the control room

1 Does the job well The standard you'd expect of a person, every time.

2 Auditable You can see what it did, and why.

3 Robust Holds up on real paper, with real users.
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H O W  W E  G O T  H E R E

Three eras of the legal stack

Pre-AI
T O O L S

Microsoft, a CLM – e.g iManage or 
iManage or HighQ - Carpe 
Diem for your time.

Diem 

Humans do the work.

AI-powered
F A S T E R  T O O L S

Same stack plus Copilot, ChatGPT 
ChatGPT or Gemini. Same work, 
work, one prompt at a time, 
faster.

Humans do the work with AI.

Agentic
W O R K F L O W S

Repeatable work runs end to end 
through agents that know your 
positions.

Agents do the work. Humans 
supervise.

64% of in-house teams expect AI to reduce their 
their reliance on outside counsel 7% have seen total matter cost fall ACC / Everlaw
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W H A T  A C T U A L L Y  C H A N G E S

From prompting tasks to running workflows

A I - P O W E R E D ,  T O D A Y

• Open Copilot. Paste the contract.

• Prompt. Read. Prompt again.

• Re-explain your context every time.

• Do the mark-up yourself.
→

A G E N T I C ,  2 0 2 7

• Sales emails legal, as they always have.

• A triage agent routes it to the right agent. 
Nobody forwards anything.

• The work is done overnight, to your playbook.

• Waiting in your supervision queue by 
morning. Twenty minutes of judgment.
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S Y S T E M S  T H I N K I N G

Is it a candidate for automation?

1
Is it novel every time?

No. A deal contract landing on your desk is rarely 
rarely new.

2
Is it repetitive?

Yes. The same clauses, the same objections, the 
objections, the same positions.

3
Would you give it to a junior for a first 
first pass?

Yes, if you had the team. That is exactly the 
shape of work an agent can take.

4
Can you articulate your approach?

Yes, or it can be inferred from your precedent red 
precedent red lines.
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If you can explain it easily to a 
human, you can explain it to 
an agent.

R I P E  F O R  A N  A G E N T

• Drafting a full agreement pack from 
from a signed MOU, on your own 
own templates

• Handling counterparty objections 
on your own paper

• First-round review of third-party 
paper against your playbook

• Answering policy questions from 
the business

• Triaging the shared legal inbox
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H O W  Y O U  G E T  T H E R E

From red lines to a system you can rely on

1

Study the red lines

10 to 20 mark-ups. We do the 
the reading, you make the 
calls.

2

Capture the micro-
decisions

Six months or twelve? Every 
Every unwritten call becomes 
becomes a play.

3

Put the agent through its 
its paces

Refine until it meets your 
definition of good.

4

Test, then run

Real work. Live in two to four 
four weeks.

Rules an agent can follow are rules a human can defend.
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W H A T  T H E  S U P E R V I S I O N  Q U E U E  S H O W S  U S

Where it can go wrong, and how to steer the agent

1

Misread the play

Applied it in a way its author 
never intended.

2

Clumsy execution

Knew what to do. Made an untidy 
untidy redline of it.

3

Escalated needlessly

Sent for further review what the 
the playbook had already 
answered.

These are the mistakes a bright junior makes in their second week. Same answer: supervision, feedback, a 
supervision, feedback, a tighter play. Nobody gives a second-week junior signature authority.
authority.
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L A Y E R  T H R E E :  T H E  S Y S T E M

The whole arc, not just the review step

1

Work comes in

Where it always has. A 
A triage agent routes it.
it.

→

2

The right agent does 

the work

To your playbook. 
Overnight if it has to.

→

3

A human stands 

behind it

It waits in your 
supervision queue. 
Nothing leaves without 
approval.

→

4

The outcome is 

recorded

Filed, queryable, kept 
current by the agents.
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L A Y E R  T H R E E :  T H E  S Y S T E M

The cockpit: review by exception

1 Escalations first

High-risk terms, playbook-flagged items, 
anything needing a business owner's input.
input.

2 Judgment on top

Override the playbook for this deal, this 
counterparty, this jurisdiction. Record why.

3 Human approves

The agent's review is for your information. 
Nothing leaves without a person clicking 
approve.
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L A Y E R  T H R E E :  T H E  S Y S T E M

From firefighting to a legal engine

Someone is the auditor in charge. For the first time, they can actually see the function.

Edit patterns

What humans keep 
changing tells you what 
what the playbook 
should say.

Pushback patterns

Which positions 
counterparties resist, 
and how often you 
concede.

Query flow

What lands, from where, 
where, and who picks it 
it up.

Resourcing

Budget and headcount 
decisions made on 
evidence, not on who 
shouted loudest.
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S O M E  C O M M O N  C O N C E R N S

Three questions I get every time

"Who's responsible if it 
gets it wrong?"

gets it 

The human in the loop is there by 
there by design. Playbooks are 
are signed off by legal, escalations 
escalations route to legal, and 
nothing reaches a counterparty or 
counterparty or signature without 
without a person clicking approve.
approve.

"What does this mean for my 
my team?"

An expansion of capacity rather 
rather than a like-for-like swap. 
swap. Your people run agents that 
that are extensions of them, and 
and their job moves up a level.
level.

"Aren't we creating a 
dependency?"

The playbook is your judgment, 
judgment, written down and 
owned by you. You choose who 
who supervises: your own 
lawyers, a partner firm, or Flank's 
Flank's team. The expertise stays 
stays in the building – you’re 
insourcing.
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T H E  S K I L L S  I T  T A K E S  T O  R U N  T H E M

What the senior associate of agents actually does

1
Articulate judgment

Turn 'how we do things' into a playbook: 
positions, exceptions, escalation triggers.

2
Review by exception

Work from escalations, not every line. Override 
Override with a reason, and record it.

3
Read the data

Treat edit patterns, pushback and query volumes 
volumes as management information.

4
Own the audit

Someone is accountable for agent performance, 
performance, the way someone supervises a 
a trainee.
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P R A C T I C A L  T I P  1  O F  3 :  W H O  O W N S  I T ,  C H A N G E S  I T ,  S E E S  I T

Keep a supervision matrix

1 Name an owner and a backup

These individual hold admin rights.

2 Agree who owns playbook hygiene

Monthly to start with, then quarterly.

3 Review the access list regularly.

Weekly in pilot. Re-check monthly + on every joiner 
joiner and leaver.

P erson P latform  ro le
N DA  ag ent 
(US)

N D A  ag ent 
(CA )

N DA  ag ent 
(MX )

A . Rivera (leg al ops) A pp  ad min A dmin A dmin A dmin

J. Doe (US) A g ent admin A dmin User User

J. Smith  (U S) A g ent admin A dmin N one N one

M . Tremblay (C A) A g ent admin N one A dmin N one

C. He rnánd ez (MX ) A g ent admin N one N one A dmin

P . P atel (IT ) Chat user User User User

S. Le e (proc ureme nt) Chat user N one N one User

O wne r / bac kup Doe  / Smith
Tre mblay / 
Doe

H ernández / 
Doe

Com pany ac cess O n O n O ff

L ast reviewe d 1 Se p  20 26 1 S ep  202 6 1 S ep  202 6

Dummy data.
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P R A C T I C A L  T I P  2  O F  3 :  T H E  T I D Y

Rebuild the playbook from 10 to 20 red lines

1 Pull the mark-ups

One contract type. The versions matching the level of 
level of negotiation you want to automate, e.g. first 
first round.

2 List every position you took

Compare with the playbook. Every gap is an unwritten 
unwritten decision.

3 Write each gap as a play

Position, fallback, threshold, escalation.

P osition P laybook says Red lines show The p lay

N on- so licit 
period

6 months 12  months 12 . Esc alate above 18 .

L iab ility ca p Sile nt 2x  fee s under  5 0k
2x  under  5 0k. Escalate  
above.

Govern ing  law Eng land Ire la nd, 3 times
Eng land. Ireland  with  
sig n- off.

A ssig nment
Consent 
req uire d

N ever withhe ld
N ot unre asonably 
withheld .

P aym ent te rms 30  days 45  for two acc ounts
30 . 4 5 for  liste d  
ac counts.

Illustrative.
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P R A C T I C A L  T I P  3  O F  3 :  S T A R T  S M A L L

Run the four questions on one workflow

1 Pick the work that lands most often

Not the most interesting. The most repeated.

2 Ask the four questions honestly

They're on the right.

3 No, yes, yes, yes

That is your first candidate. One workflow, supervised, 
supervised, a few weeks.

W O R K E D  E X A M P L E :  A  D E A L  C O N T R A C T

Is it novel every time? No

Is it repetitive? Yes

Would a junior take the first pass?
pass?

Yes

Can you say how you approach it? Yes

If you can explain it easily to a human, you can explain it to an agent.
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L I V E  P O L L ,  S A M E  Q U E S T I O N

How far would you trust an agent 
with one routine workflow, say 
NDAs, this quarter?

Forty minutes on. Has anything moved?

1 Not at all, not yet

2 Only if a lawyer checks every 
output

3 If exceptions are escalated and 
someone owns the playbook

4 Fully, for routine work within our 
rules

5 We already do this
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T H E  2 0 2 7  O P E R A T I N G  M O D E L

You already know how to do this.

Capability

Agents built for the work

Context

Playbooks that hold your 
judgment

Scalability

A cockpit, escalations, data, 
and a lawyer as auditor

Agents in the seats, lawyers in the cockpit, and the same three questions you have always 
always asked of a new hire.
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I N  C O N V E R S A T I O N

What's holding legal leaders 
back, and what tips them 
over?

Alistair Maiden
F L A N K
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Q & A

Any questions?

Add us on LinkedIn.

We'd love your thoughts on this session so we can shape the next one.
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