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What you will get

01 Why the next 12 months are decisive
The capital, the rollouts, and the regulatory clock.

02 Human touch is non negotiable. AI is the leverage.
Where AI delivers value across a typical case pipeline.

03 Three deployment architectures
On premise, virtual private cloud, vendor hosted. Pick well.

04 EU AI Act milestone checklist
Annex III high risk obligations and the 2 August 2026 deadline.

05 Platform comparison matrix
Legora vs Harvey vs the Anthropic Claude legal plugin.

06 Sixty minute self assessment
Score your firm across strategy, architecture, compliance and people.

07 Ninety day pilot blueprint
From zero to defensible numbers, ready for a partnership vote.

08 Honest caveats
What can go wrong, and how to design the architecture so it does not.

09 Where Plexo Logic fits
Three engagements we run with UK and EU firms today.

Executive summary

AI native platforms now serve a meaningful share of the highest grossing law firms in the US, the City
and beyond. Foundation model providers have moved directly into legal workflow tooling. European
firms have a six to twelve month window to pair EU regulatory advantage with US grade tooling. This
playbook gives you the architecture, the checklist, and the pilot plan to do that without rebuilding it
twelve months later.
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Why the next 12 months are decisive

P L E X O  L O G I C plexologic.com

The 6 to 12 Month Window
European Law Firms Have Left
Why the AI adoption gap between the US and Europe is closing fast, and what happens next.

$16.5B+
Combined valuation
Legora $5.55B + Harvey $11B
Both at zero customers 3 years ago

50%
of the Am Law 100
already deployed on Harvey
Slaughter and May firmwide May 2026

2 Aug 2026
EU AI Act high risk deadline
Administration of justice = Annex III
Penalties up to €35M or 7% global revenue

The transatlantic adoption gap
US sits ahead on adoption today. Europe leads on governance. The next 12 months are where the two pair up.

2024 2025 2026 2027

US adoption (43%)

UK / EU adoption (32%)

DECISION WINDOW
May 2026 to May 2027

Anthropic Claude
legal plugin

2 Aug 2026
EU AI Act

Move now and you set the pricing. Wait and clients will set it for you.
Get the full 6 to 12 month playbook at plexologic.com

DOWNLOAD PLAYBOOK

Three signals from the first half of 2026
Capital is concentrating. Stockholm based Legora closed a 550 million dollar Series D led
by Accel in March 2026, then a follow on extension from Nvidia, Atlassian, Barclays and
others. Total funding past 600 million dollars, valuation 5.55 billion dollars. Harvey raised 200
million dollars at an 11 billion dollar valuation in the same month, passing 1 billion dollars
total funding.

Pilots are ending. Slaughter and May rolled Harvey out across all practice groups in May
2026. Torys did the same in Canada in April. Half of the Am Law 100 are Harvey customers.
Around 750 of the world's leading law firms run on Legora.

Foundation models are entering directly. Anthropic released the Claude legal plugin in
February 2026, packaging contract review, NDA triage, vendor checks, compliance briefings
and signature routing as configurable skills. Thomson Reuters and RELX share prices fell on
the announcement. LexisNexis publicly embraced the plugin within weeks.

The adoption gap, honestly assessed

Brookings and the St Louis Fed put 2026 AI adoption at roughly 43 percent of US workers versus a 32
percent European average. The gap is real, driven by capital concentration and regulatory caution. It
is not a fixed timer. Europe leads on privacy engineering and audit practice. The next six to twelve



months are when those two strengths can pair, before procurement teams start asking which
platform you run as a default question.
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Human touch is non negotiable.
AI is the leverage around it.

Legal work is one of the few industries where the human moment is not optional and never
will be. Client counsel, courtroom advocacy, judgment calls under uncertainty, partner level
negotiation, those stay human. Anyone selling AI that promises to replace those moments
is misunderstanding the work.

AI changes everything around the human moment. The case pipeline contains dozens of
leverage points where machine speed and consistency add value without diminishing the
partner's role.

Where AI delivers leverage today

The framing that lands with partners

AI is not replacing your lawyers. It is giving them back the hours they currently spend on the work
that drains them, so they can spend those hours on the parts of practice that built their reputation in
the first place.

Intake and conflicts. Faster onboarding, fewer false positives.

Document discovery and review. Thousands of documents, hours not weeks.

Due diligence at scale. Across data rooms with consistent issue tagging.

Contract clause analysis. Against your firm playbook, not a generic one.

NDA triage. Minutes per agreement, with risk areas surfaced.

Regulatory research. Source linked, with date stamped citations.

Bundle preparation. Templated and structured for tribunal or court.

Templated drafting. DSARs, litigation hold notices, vendor responses.

Knowledge management. Your firm's own corpus, indexed and searchable.

Billing narratives. Drafted, reviewed, finalised by the fee earner.
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Three deployment
architectures
On premise, virtual private cloud, vendor hosted. The single most
important decision your firm will make in the next 12 months.
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Three architectures, in detail

The architectural conversation protects attorney privilege, client confidentiality and EU AI
Act compliance. Three patterns dominate. Most firms run a hybrid.

Architecture Best for Trade off

On premise
private LLM

Criminal defence, national security, sensitive
M&A, contentious matters where privilege
must be ironclad. No client data leaves the
firm.

Higher capex, internal MLOps
capability required, slower
model upgrade cycle.

Virtual private cloud The bulk of corporate work. Dedicated tenant
inside AWS, Azure or GCP with firm controlled
data residency, encryption, key management
and audit logging.

Vendor dependency on
hyperscaler, compliance
dependent on terms
negotiated.

Vendor hosted with
enterprise terms

Low sensitivity drafting, research, templated
work. Cloud hosted Legora, Harvey or Claude
under contracts prohibiting training on client
data.

Data leaves firm boundary.
Strong terms required. Not
suitable for highest
sensitivity matters.

Architectural rule of thumb

Classify work into three sensitivity tiers. Tier one is privileged or regulated data, runs on premise. Tier
two is corporate confidential, runs in VPC. Tier three is general research and drafting, runs vendor
hosted. Document the policy. Publish a summary to clients.
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EU AI Act milestone checklist

From 2 August 2026, AI systems used in the administration of justice fall under Annex III high
risk. Conformity assessments, risk management, human oversight, automatic logging,
accuracy and cybersecurity safeguards and CE marking become mandatory. Penalties
reach 35 million euros or 7 percent of global revenue.

The Digital Omnibus proposals could push some Annex III obligations to December 2027.
Plan for August 2026 as binding. Treat any extension as a bonus.

Action Target Done

Inventory all AI systems in use across the firm Q2 2026 ☐

Classify each system against Annex III high risk criteria Q2 2026 ☐

Document risk management system per Article 9 Q2 2026 ☐

Establish data governance procedures per Article 10 Q2 2026 ☐

Build technical documentation per Article 11 Q2 to Q3 2026 ☐

Implement automatic logging per Article 12 Q3 2026 ☐

Define human oversight protocols per Article 14 Q3 2026 ☐

Conformity assessment, EU declaration, CE marking Before 2 Aug 2026 ☐

Register high risk systems in EU database By 2 Aug 2026 ☐

Publish AI use policy to clients Q3 2026 ☐

Tick each box as your firm completes the action. Brief your IT and risk leads against this checklist by end of Q2.
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Platform comparison matrix

Most firms will run a foundation model legal layer alongside one specialised legal AI
platform, with on premise options for sensitive work. Use this matrix as a starting point for
vendor conversations.

Dimension Legora Harvey
Anthropic Claude legal
plugin

Type Specialised legal AI
platform

Specialised legal AI
platform

Foundation model with
legal skills layer

Origin Stockholm, Sweden San Francisco, USA San Francisco, USA

Latest valuation ~5.55B USD ~11B USD Anthropic, multi tenant

Customer footprint ~750 firms inc. parts of
Magic Circle

100k+ lawyers, 50% of
Am Law 100

Free for paid Claude
users

Strength Modern UI, fast model
integration, transatlantic
momentum

Mature workflows, deep
US firm penetration

Configurable skills,
integrates alongside
other tools

Best deployment VPC, vendor hosted VPC, vendor hosted VPC or vendor hosted

On premise option to evaluate alongside

For tier one sensitive matters, deploy open weight models such as Llama, Mistral or Qwen on private
GPU infrastructure, fine tuned on firm specific drafting style and matter context. Tools such as
Ollama, vLLM and LangChain make this achievable with a small internal MLOps team or a partner like
Plexo Logic.
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Sixty minute self assessment

Run this with your managing partner, IT lead and risk lead in one room. Score each
statement on a 0 to 5 scale. 0 means no progress, 5 means fully operational and audited.

Strategy

We have a written AI strategy approved at partner level. 0 1 2 3 4 5

We have a designated AI sponsor on the partnership. 0 1 2 3 4 5

We have a 12 month AI roadmap with named owners. 0 1 2 3 4 5

Architecture

We have classified our matter types into sensitivity tiers. 0 1 2 3 4 5

We have a documented model architecture per tier. 0 1 2 3 4 5

We have at least one on premise option for tier one matters. 0 1 2 3 4 5

Compliance

We have inventoried every AI system used in the firm. 0 1 2 3 4 5

We have mapped each system against EU AI Act Annex III. 0 1 2 3 4 5

We have a documented risk management system per Article 9. 0 1 2 3 4 5

We have automatic logging in place per Article 12. 0 1 2 3 4 5

We have published an AI use policy to clients. 0 1 2 3 4 5
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Self assessment, scoring

People & process

Our associates have been trained on at least one AI platform. 0 1 2 3 4 5

Our partners have been trained on AI risk and review duties. 0 1 2 3 4 5

We have measured hours saved on at least one workflow. 0 1 2 3 4 5

We have updated our pricing model to reflect AI driven efficiency. 0 1 2 3 4 5

Vendors

We have run a paid pilot with at least one specialised legal AI platform. 0 1 2 3 4 5

We have negotiated enterprise terms covering training, residency and
audit.

0 1 2 3 4 5

We have a vendor exit plan in place for our primary AI tools. 0 1 2 3 4 5

Where you stand

Score Position

0 to 20 Critical gap. Start strategy and architecture work this quarter.

21 to 45 Pilot stage. Move to production planning within 90 days.

46 to 70 Production stage. Focus on compliance evidence and pricing.

71 to 80 Leading. Use your posture in client pitches and procurement.
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Ninety day pilot blueprint

If you are starting from scratch, this is the fastest route from zero to evidence in ninety days.
Designed to produce defensible numbers you can take to a partnership vote.

Phase Days Focus Output

1 1 to 14 Charter, sponsor, scope. Pick two
workflows: contract review and NDA triage.
Pick one platform.

Signed pilot charter, named
sponsor, vendor MSA.

2 15 to 35 Configure firm playbook, load templates,
train ten power users. Establish baseline
timings.

Configured platform, baseline
metrics document.

3 36 to 70 Run real matters through the platform
alongside traditional process. Measure
time, error, review hours, partner sign off
rate.

60 days of live matter data.

4 71 to 90 Analyse, write internal report, present to
partnership with recommendation. Define
rollout.

Partnership decision document
and rollout plan.

Metrics to capture

What good looks like at day 90

A pilot demonstrating 40 to 70 percent reduction in associate hours on the chosen workflows, with
no measurable increase in partner review time and no client complaints. If you do not see this, the
platform configuration is wrong, not the technology.

Average minutes per NDA, before and after.

Average partner review hours per contract, before and after.

Error rate flagged at partner sign off.

Client satisfaction on turnaround time, before and after.

Cost per matter, before and after.
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Honest caveats

Anyone selling AI to a law firm without naming these constraints is not being honest. We
name them because they shape the architecture choices in this playbook.

Hallucination and accuracy
All current generative AI systems can produce confident, plausible, and incorrect output.
Partner review duty does not transfer. Anthropic itself stresses that the Claude legal plugin
assists with workflows but does not provide legal advice. AI generated analysis must be
reviewed by licensed attorneys before being relied upon.

Data leakage
Vendor hosted models, used without proper enterprise terms, can leak client data into
training pipelines, vendor logs, or third party subcontractors. The fix is enterprise contracts
that prohibit training, plus VPC or on premise deployment for higher sensitivity work.

Regulatory drift
The EU AI Act, the UK AI regulatory framework, US state level rules and emerging Asian
regimes are still settling. Any compliance posture you build in 2026 will need annual review.
Treat compliance as a continuous programme, not a project.

Vendor lock in
Specialised platforms train on your firm playbook. That is valuable. It is also lock in.
Negotiate data export, model portability and exit terms upfront.

When in doubt, run it locally

If the cost benefit of a particular workflow on a vendor hosted model versus an on premise open
weight model is close, default to on premise. The architecture flexibility you preserve is worth the
marginal compute cost.
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Three engagements we
run
with UK and EU firms today
Plexo Logic is an AI strategy and implementation agency. We build and
run the systems, we do not just hand over a deck. For law firms
specifically, three engagements.

01 AI readiness
assessment

A two week engagement that produces an architecture
decision matrix, a sensitivity tier classification of your matter
types, an EU AI Act gap analysis, and a vendor shortlist. Fixed
scope, fixed price.

02 Pilot
orchestration

We run the ninety day pilot blueprint with you. Vendor
selection, configuration, training, measurement and
partnership presentation included. We bring an MLOps
capability so your firm does not need to recruit one.

03 On premise
deployment

For tier one sensitive work, we deploy open weight models on
your infrastructure. Llama, Mistral or Qwen, fine tuned on
your firm playbook, with audit logging, RBAC and integration
into your matter management system.

BOOK A 30 MINUTE READINESS CALL →

plexologic.com ·  hello@plexologic.com ·  +44 7503 512 912

Sources and further reading: Legora Series D, TechCrunch (April 2026); Harvey 11B valuation, CNBC (March 2026); Slaughter and
May firmwide rollout, Legal Cheek (May 2026); Anthropic Claude legal plugin, Artificial Lawyer (Feb 2026); EU AI Act guidance,
Orrick (Nov 2025); Brookings, Mind the gap: AI adoption in Europe and the US (2026); St Louis Fed (April 2026); Wolters Kluwer
Future Ready Lawyer Survey (2026); 20VC interview with Max Junestrand (March 2026).
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