For Law Firms to thrive augmented with Al, they need to focus on
mindset, then skills

In the era of Al deployment across law firms, should lawyers and leaders of law firms
encourage their teams to focus on the ten, fifteen or twenty per cent of their existing skills
that Al will never be able to replicate to maintain a competitive edge or do something
different?

This is a question clients have asked me regularly in one form or another. My answer has
changed in the last year because Al tools have evolved dramatically and at speed. My
answer twelve months ago was definitely to focus on the professional skills developed over
time to keep your competitive edge. Now, my answer is that this remains the baseline, but
you will also need to change your mindset to be open-minded, constantly curious, and
focused on one thing: judgement.

To deploy Al at any scale, you will need to change the mindset of your law firm. You will need
to build new habits across all personnel, solicitors and support staff. It is time to be curious,
open-minded, and willing to let go of even the habits that have secured your professional
successes to date, because how we work is changing; it will be driven by client expectations
and the legal services market, not the wishes of law firms or solicitors.

Instructions

Your task as a solicitor in 2026 and beyond is likely to include using Al to some extent. A
future-facing mindset aims to shift the focus to providing clear instructions to your Al tools,
so that they can operate more effectively towards the clearly defined goals you have
identified using your judgement.

In your instructions, to any Al tool, you are setting the objective. For example, to complete
due diligence on ABC Ltd from the public domain and paid-for sources, including reviewing
the data in the data room or drafting a clear email to the client to update them.

Your instructions and your judgement of the output ensure the proper controls needed to
use Al safely in a law firm are applied systematically and consistently across the firm.

This instruction-focused approach allows Al to augment your law firm's team's skills,
knowledge, and expertise.

Clarity of objective and outcomes

With every new client instruction, | build in some thinking time, and | have been doing this
for years. Thinking the problem through, sketching out possible solutions, and factoring in
risk vs reward all lead to a focus on applying that thinking into the exercise of judgement
(more on which is below).

Usually, | prepare a spider diagram for myself on the options. It is quick and clear, aiding the
identification of the objective and outcomes sought using Al.



Supervision

Supervision is a superpower. It is the key to managing risk and productivity, to profit, to a
happy and engaged team. The distraction of regulatory supervision as a result of the High
Court and Court of Appeal kerfuffle around the Mazur case, when the SRA and Law Society
so badly misunderstood the conduct of litigation as a reserved legal activity, is frustrating not
just because of the complexity of the issues raised and the cost to individuals adversely
affected, but because supervision, when done well, changes everything and the practical
supervision point remains unaddressed in the subsequent guidance issued. Obviously, the
fact that the High Court rejected my oral and written arguments only for the Court of Appeal
to overturn the decision on some of those very same grounds is personally irritating, but if
you undertake complex work, sometimes Judges and regulators make errors.

Everyone using Al needs close supervision to ensure Al overreach is managed as a risk.

Every individual using Al becomes a supervisor and mentor to their Al (and to their team and
their Al’s, if they are the formal supervisor). This is co-intelligence in practice, the idea
outlined elsewhere in this book that we work alongside Al as a capable but alien coworker,
one that is fluent and fast yet has no judgement, no accountability, no professional
gualification as a solicitor and no understanding of your client. Supervision is how you keep
that alien coworker useful and safe.

The mindset has to be that supervision matters every time Al is deployed.
Judgement

Your current skills are great; you are a brilliant lawyer and run an amazing law firm. It is no
longer enough.

You are the equivalent of a confident cyclist who is learning to drive a car. Your skills, your
road sense, and your experience are not being used in the same way when learning to drive.
The muscle memory of powering a bike does not directly transfer to driving a car, because
different muscle memory is needed for the accelerator, brake, and clutch of a manual car.

Judgement is crucial. It is what clients pay for, in my view.

We solve problems (contentious or non-contentious), and therefore, judgement in
positioning our clients optimally is key. How do we make sure this deal is right for our client?
What legal principles and evidence will the judge factor in at trial? These are typical early
thinking prompts.

Al can help with data analysis, but it cannot apply professional judgement. The value to
clients is in your judgement. The mindset is judgement matters, the skills to develop include
critical thinking, decision making and problem solving.



Leadership

Implementing Al at scale across the whole firm or multiple offices is not something that just
happens. It requires strong leadership and buy-in from the top of the law firm to ensure
everyone adjusts to the ongoing change.

Al adoption across the firm is a classic change management project, a notoriously difficult
thing to undertake well. With Al, the models and use cases are evolving, users' skills are
evolving, yet we have to adopt it now because clients require it. Leadership in law faces a
crucial challenge.

Data

If your firm is adopting a bespoke legal Al tool, is your data ready for this? Many law firms
have data scattered across client files, internal records, management records, policies,
procedures and systems.

The data needs to be ready to share coherently with your Al tool for your team to benefit,
and it needs to be embedded in your new Al tool. Forget this, and you will be suffering from
poor input leading to poor output.

This is one of the many reasons | prefer to adopt non-bespoke tools first; they do not require
your data in the same way, making them easier to deploy. Delaying deployment of more
complex, better Al output is uncomfortable in some ways, but often the right choice. There
is also a bet hidden in a bespoke tool-led approach. Committing your data to one platform
ties you to it, so you are not only doing the work of getting your data ready, but also backing
a particular technology to last several years, which is sufficient to justify the return on
investment, the training required, and the adoption costs. Are you buying Betamax or VHS,
DVD or streaming, BlackBerry or an iPhone? Choosing a bespoke product means selecting
the model that will succeed without the benefit of hindsight.

Conclusion

The points above are mindset-related: competitive edge, habits, instructions, clarity of
objective and outcomes, supervision, judgement, leadership, and data.

Once you have these in your change management plan, then you can think about the related
skills, critical thinking, problem solving, prompting Al well, etc., supervision and quality
control. Skills matter, but mindset matters first for deploying Al well.

Key Tips

1. Lead with mindset, then skills. Open your team to being curious, open-minded and
willing to let go of habits that no longer serve the work.

2. Set the objective clearly. Give your Al tools clear instructions tied to a defined goal
that you have identified using your judgement.

3. Treat supervision as a superpower. Everyone using Al becomes a supervisor and
mentor to their Al, and every output needs to be checked.



4. Protect judgement. Al can analyse data, but it cannot position a client, weigh risk
against reward or decide what is right. That is what clients pay for.

5. Lead from the top. Al adoption is a change-management project and requires visible
buy-in from the firm's leadership.

6. Get your data ready before you buy bespoke. Poor input leads to poor output, so
consider non-bespoke tools first while your data is put in order.

Applying This Chapter

[0 Ask each fee earner to build short thinking time into every new instruction, to fix the
objective before turning to Al.

] Name the person responsible for supervising Al use in each team, and make review
of Al output a standing step.

[ Identify the skills, probably including judgement, critical thinking, decision making
and problem solving, that you want to strengthen firm-wide.

0 Audit where your data sits across client files, records, policies and systems, and
decide honestly whether it is ready for a bespoke tool.

[J Develop all of the above into a written change management plan owned by a named
leader or the management board.



