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Operationalizing the Legal AI 
Maturity Matrix
The first step is done: you read the Legal AI Maturity 

Matrix report. You took inventory, and plotted your 

team on the matrix. You’ve analyzed whether your 

legal and operations workflows are acting as a 

strategic revenue engine or simply digitizing a broken, 

manual process.


But identifying your quadrant is only the beginning. 

True AI maturity is an ongoing process. One that 

demands nurture. It’s a deliberate evolution across four 

core tactical pillars: Revenue, Stakeholders, 

Intelligence, and Governance.


If you’re drowning in manual administrative tasks, 

operating efficiently but entirely in the dark, or 

balancing deep data visibility with operational burnout, 

bridging the maturity gap requires a clear roadmap.


This checklist companion is designed to turn your 

assessment insights into immediate operational action. 

Broken down by quadrant, these tactical playbooks give 

you a step-by-step framework to scale your workflows, 

unlock your trapped contract data, and shift your legal 

department from a reactive cost center to a proactive 

profit protector.
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If you find yourself in the Blind Scaler quadrant, you have deep visibility into your 

contract data, but your team is exhausted. You successfully track key metrics, 

compliance requirements, and renewal timelines, but you are doing it entirely through 

brute force.


Your data-driven strategy looks impressive on paper, but your operational process is 

broken. Your legal and ops teams are chained to complex, manual spreadsheets, 

painstakingly typing data fields out of contracts manually. The path out of the Blind 

Scaler quadrant is transitioning from manual tracking to workflow automation. With 

or without a Contract Lifecycle Management (CLM) tool, we’ve broken this evolution 

down into four sequential phases: Audit, Standardize, Automate, and Scale safely.

Phase 1: Audit & Mapping

Before you can automate your processes, you need to map out exactly where the manual 

friction and human data-entry bottlenecks live.

Quadrant one

1The Blind Scaler H i g h  d ata Lo w  p r o c e s s

Map the data entry traps

Identify every point in your contract lifecycle where a human is required to copy, paste, 

or manually log data from a document into a tracking spreadsheet.

Audit negotiation friction points

Review your last 100 deals to identify which specific clauses (e.g., Indemnity, Data 

Privacy, Governing Law) are redlined most frequently and require the most manual legal 

review.

Assess CLM workflow readiness

Examine your current cross-departmental handoffs. Pinpoint where contracts stall 

when moving from a Sales request to Legal drafting, and ultimately to Finance sign-off. 

This can help identify needs and which departments need seats. If you already have a 

CLM, this becomes an audit of usage and unmet needs.
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Phase 2: Standardize & Build Playbooks

Once you have mapped the friction, you must build the structural guardrails that allow software 

to automate the heavy lifting.

Build an automated clause library

Group your pre-approved standard language and aggressive fallback clauses into a 

centralized repository so your team can swap out redlines instantly without rewriting 

them from scratch.

Codify contract playbooks

Establish clear, written guidelines on what non-standard language is acceptable, when 

fallback clauses can be used, and exactly when a contract must be escalated to senior 

counsel.

Create structured contract intake

Standardize the incoming request queue. Require specific fields (like deal size, 

termination terms, and special provisions) to be completed upfront before a contract 

can even be generated.

Phase 3: Automate Workflows

This phase breaks the chains of manual data entry by letting technology handle routing, 

generation, and data capture simultaneously.

Enable self-service for high-volume deals

Configure your system so other teams can safely generate and issue standard, low-risk 

agreements on their own within strict, pre-approved guardrails.

Implement conditional approval routing

Ditch the manual email chains. Build automated workflows that route agreements to 

the right department (Finance, IT, Security) automatically based on contract value or 

specific clause deviations. The right CLM, including Linksquares, can do this 

automatically.

Ditch the manual spreadsheets

Transition away from the master Excel tracker. Implement a system where key metadata 

fields are captured dynamically as the negotiation happens, eliminating manual data-

entry completely.
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Phase 4: Scale Safely

With your workflows automated, you can shift your team's focus from administrative logging to 

high-level strategic risk management.

Deploy post-signature task automation

Ensure that once a contract is executed, the system automatically assigns follow-up 

tasks, schedules compliance check-ins, and tracks post-sale obligations without 

human intervention.

Monitor systemic playbook performance

Regularly review data on which fallback clauses are accepted the fastest to continually 

optimize your playbooks and shave days off your average time-to-close.

Reallocate legal resources to strategy

Shift your highly skilled legal talent away from data-entry clerk duties and reallocate 

their time to high-value enterprise strategy, complex negotiations, and macro risk 

mitigation.

Found contract templates

Draft Templates

Template

Data Privacy Agreement (DPA)

Master Service Agreement (MSA)

Service Order Form (SO)

Hello, Legal

Draft new contract |

Description

Data Privacy Agreement

Master Service Agreement

Service Order Form
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The Administrative Trap l o w  d ata L o w  p r o c e s s

If you find yourself in the Administrative Trap, your day-to-day is defined by reactive 

firefighting, "status check" Slacks, and an endless game of version-control roulette. 

Because your contracts are stored as flat, static PDFs scattered across local hard 

drives and fragmented email threads, your contract data is completely dark – but it 

won’t be for long.


Those in this quadrant are likely without an official Contract Lifecycle Management 

(CLM) tool or you do have one, and you’re simply not utilizing it effectively. The path 

out of the Administrative Trap is all about establishing control. With or without a CLM, 

we’ve broken the process down into four sequential phases: Locate, Standardize, 

Centralize, and Automate.

Phase 1: Locate & Organize

Before you can build a system, you have to know what you are actually managing.  

The goal here is zero data loss.

2
Quadrant two

Map the data silos

Audit every single place a contract might live. Create a checklist of sources to sweep: 

local hard drives, desktop download folders, email attachments, Slack histories, and 

fragmented cloud storage apps (Google Drive, Dropbox, Box).

Gather active agreements

Focus exclusively on your active, fully executed contracts first. Leave expired historical 

data for a later date to avoid project paralysis.

Establish a temporary "holding pen"

Create a single secure, shared folder (e.g., in OneDrive or Google Drive). Establish this 

as the single source of truth for all departments to dump their agreement files here.

Explore CLM options

Since software exploration and adoption takes time, you should kick off conversations 

with Contract Lifecycle Management (CLM) software providers (we’ve even outlined 

questions to ask!). Once you’ve chosen a CLM, you’ll need this collection of contracts.
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If you already have a CLM, now is a good time to explore whether or not it’s meeting your needs.

Phase 2: Standardize

Once the contracts are in one place, you need to create immediate guardrails so chaos doesn't 

keep duplicating itself.

Freeze the core templates

Identify your top three highest-volume, lowest-risk templates. Typically, this includes 

your standard Non-Disclosure Agreement (NDA), Master Services Agreement (MSA), 

and Statement of Work (SOW).

Create Gold Standard versions

If you have a CLM, establish your templates. If you don’t, have Legal review these 

documents, lock them down as un-editable files (or PDFs with fillable fields), and 

declare them the only official versions authorized for use.

Phase 3: Centralize

This phase is all about changing company behavior and closing the manual entry loops.

Implement a mandatory intake form

The right CLM will help you stop accepting contract requests via casual DMs, emails, or 

hallway conversations. Without a CLM, use a simple form tool (like Microsoft Forms, 

Google Forms, or your project management software) that requires a requester to input 

the client name, deal value, and expected close date before Legal even looks at it.

Integrate E-Signature software

No matter your system, ensure your E-Signature tool is utilized and integrated into your 

CLM or your DIY processes

Name your files consistently

Enforce a strict naming convention for every finalized document so they remain 

searchable, within CLM or otherwise.  

Example: [YYYY-MM-DD]_[Company Name]_[Document Type]_FINAL

A homegrown CLM can be tempting, but it may not be the right solution for your team.  

We explain why.
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Phase 4: Build Automation

Now that you have control over the flow, you can let technology do the baseline heavy lifting. 

Both of these are much easier with a CLM, and easiest with LinkSquares.

Set priority alerts

For every contract signed moving forward, manually log just two crucial dates in a 

centralized team calendar: the Expiration Date and the Termination Notice Deadline 

(the last day you can back out before an auto-renewal kicks in).

Configure "Next-In-Line" Signing

Set up your digital signature tool to automatically route documents sequentially (e.g., 

Buyer signs → Internal Executive signs  → Completed copy automatically fires to 

Finance). This removes the need for someone to manually forward emails at every step 

of the chain.

AI Legal Assistant

Redline this agreement based on my current playbook.

MF

Replaced "2 years" with "five (5) years, 

and shall survive indefinitely with respect 
to trade secrets, protected health...

3. Data Security and Confidentiality
Show more

3.1 Data Security. Harrison Healthcare will implement industry-standard security 

measures, including encryption, access controls, and regular security audits, to 

protect Customer Data from unauthorized access, use, or disclosure. Harrison 

Healthcare will maintain compliance with HIPAA, GDPR, and other applicable data 

protection laws. 3.2 Confidential Information. Each party agrees to maintain the 

confidentiality of the other party's proprietary  information. 3.3 Post-Termination 

Obligations shall survive termination for 2 yearsfive (5) years and shall survive 

indefinitely with respect to trade secrets and PHI, and any data subject to HIPAA, 

excluding publicly available or independently developed information.

Mike Fogarty
11:18AM Apr 15
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The Digital Silo Lo w  d ata h i g h  p r o c e s s

If you find yourself in the Digital Silo, you are highly efficient, but operating in the dark. 

Thanks to standalone e-signature tools, basic cloud storage repositories, or even 

limited use of Contract Lifecycle Management (CLM) software, you can route and sign 

contracts quickly. But once that signature is captured, the contract (and its insights) 

completely vanishes.


You lack visibility into the obligations, liabilities, or financial risks hiding inside your 

active agreements. The path out of the Digital Silo is transitioning from mere digital 

storage to centralized intelligence. With or without a CLM, we’ve outlined this evolution 

down into four sequential phases: Audit, Extract, Integrate, and Visualize.

Phase 1: Audit & Define

Before you can turn your files into insights, you need to establish what metrics actually move 

the needle for your business.

Quadrant three

3

Identify core metadata fields

Determine the top 5–10 critical data points that executive leadership or finance asks for 

most often (e.g., Contract Value, Effective Date, Governing Law, Limitation of Liability 

Caps).

Locate the tech disconnects

Identify where the breakdown between "signing" and "tracking" is happening. Map out 

how many finalized contracts are sitting in personal e-signature accounts rather than 

the master repository.

Assess migration readiness

Gather your existing archive of legacy PDFs. Separate clean, text-searchable 

documents from flat, scanned images that will require Optical Character Recognition 

(OCR) to read. The appropriate CLM can help you store, interpret, and search contracts 

and contract type.
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Phase 2: Extract & Illuminate

Once you know what data you need, you have to extract it from your collection of signed PDFs.

Implement AI-driven data extraction

A manual data sweep of 500+ contracts is an operations nightmare. Use AI capabilities 

to retroactively scan your existing PDF library, automatically identifying and tagging 

your core metadata fields. LinkSquares’ Metadata API allows you to extract all 

metadata (Smart Values, Terms, Types, Tags, Parent Child Hierarchy) from your 

agreements in bulk or individually.

Enforce day-forward tagging

Mandate that no contract is considered "filed" until its key metadata fields are filled 

out. If you don't have a CLM to do this automatically, assign a gatekeeper to log these 

fields immediately upon execution.

Audit non-standard clause exposure

Run a targeted sweep of your highest-value agreements to flag any legacy contracts 

containing non-standard indemnity, data privacy, or termination clauses that deviate 

from your current risk profile.

Phase 3: Integrate

Data is only valuable if it flows to the people who need it. This phase breaks down the silos 

between departments.

Connect contract data to the sales pipeline

Integrate your contract repository with your CRM (like Salesforce). Ensure account 

executives can view contract statuses, key terms, and renewal timelines directly from 

their account dashboards without pinging Legal.

Sync with Finance and Procurement

Bridge the gap between your agreements and your billing systems. Ensure upcoming 

price escalations, opt-out windows, and payment terms automatically trigger 

notifications for your finance team.

Centralize the Post-Signature Trail

Ensure all amendments, addenda, and statements of work are digitally chained to the 

original master agreement, creating a single, unbroken parent-child document 

hierarchy.
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Connect, automate, and unlock your contract data, 
seamlessly across every business tool.

LinkSquares brings contract intelligence into the platforms your teams already use, like HubSpot, 

Salesforce, Slack, NetSuite, and more, automating workflows and syncing critical data in real time, 

uniting teams, promoting visibility, and making contract management faster, smarter, and seamless 

across your organization.

Learn More

Phase 4: Visualize & Predict

Now that your data is unlocked and integrated, you can stop guessing and start forecasting.

Build an executive dashboard

Set up a clean, real-time visual interface that displays macro-metrics for leadership, 

like total contract volumes, average cycle times, and quarterly bottleneck stages. You 

can create a dashboard in the spreadsheet software of your choice, or you can rely on 

LinkSquares’ executive dashboard.

Map the renewal pipeline

Create a dynamic calendar or report that automatically highlights all upcoming 

renewals 90 days out, sorted by financial value and contract risk…or LinkSquares can 

do it for you!

Establish automated expiration alerts

Set up system notifications that automatically alert account owners before auto-

renewal notice periods pass, eliminating accidental vendor lock-ins or missed client 

price increases.
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The Strategic Engine H I G H  d ata h i g h  p r o c e s s

The Strategic Engine quadrant is the enterprise benchmark. You have successfully 

achieved the holy grail of contract lifecycle management: lightning-fast deal velocity 

coupled with absolute data integrity. Cross-functional collaboration is seamless and 

executive leadership actively relies on your real-time dashboards to make 

macroeconomic decisions. The challenge now lies within avoiding complacency, 

optimizing your systems, and future-proofing your competitive advantage.


The path forward for the Strategic Engine is transitioning from proactive management 

to predictive enterprise intelligence. We’ve broken this advanced optimization down 

into four sequential phases: Deep Integration, Predictive Tuning, Continuous 

Compliance, and Macro-Strategic Influence.


Phase 1: Deep Tech Stack Integration

While your core contract data is clean, true enterprise scale requires embedding that 

intelligence seamlessly across your company’s broader ecosystem.

4
Quadrant four

Bridge the ERP and billing gap

Connect your CLM directly to your Enterprise Resource Planning (ERP) platform (like 

NetSuite or SAP) to ensure executed financial milestones automatically trigger precise 

billing and provisioning cycles.

Embed intelligence in collaboration tools

Ensure contract status alerts, approval triggers, and high-priority obligation 

notifications feed naturally into the daily workflows your teams already use, like Slack 

or Microsoft Teams.

Sync procurement and supply chain tech

Integrate vendor contracts with your procurement systems to dynamically track 

supplier SLAs, volume-discount tiers, and auto-renewal windows relative to actual 

purchasing data.
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Phase 2: Predictive Playbook Tuning

You have the data, now let it actively optimize your negotiation strategies to maximize win-rates 

and eliminate lingering deal friction.

Analyze clause-level friction

Review your historical deal data to isolate exactly which standard clauses (e.g., 

limitation of liability, indemnification) are redlined most frequently and stall cycle times 

the longest.

Deploy data-driven playbook updates

Use your friction insights to proactively rewrite your fallback options. If a specific 

fallback language is accepted 90% of the time with minimal delay, consider elevating it 

to your new "standard" to shave days off negotiations.

Track individual and regional velocity

Segment your cycle-time reporting by region, deal size, or product line to uncover 

hidden operational bottlenecks and redistribute legal headcount to high-friction areas.

Phase 3: Continuous Governance & Compliance Audits

As regulatory landscapes and macro economic environments shift, your automated systems 

must protect the business from emerging risks before they manifest.

Establish global search-and-replace readiness

Ensure your team is equipped to instantly run a system-wide search for specific 

wording if a sudden regulatory change or geopolitical event requires updating a clause 

across thousands of active contracts.

Automate proactive Risk Scoring

Implement system-wide health checks that automatically flag and score legacy 

contracts whose terms deviate from your company's newly updated risk tolerance 

parameters or corporate standards. LinkSquares’ Risk Scoring feature helps identify, 

quantify, and prioritize risk.

Audit third-party paper variations

Regularly evaluate negotiations conducted on third-party paper to measure how 

effectively your team is forcing adherence to core corporate guardrails and playbooks.
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Phase 4: Macro-Strategic Enterprise Influence

With your operations running like a finely tuned machine, leverage your high-fidelity contract 

intelligence to guide the company's long-term business strategy.

Deliver macro-revenue forecasts

Turn your contract lifecycle data into predictive revenue insights by giving Finance and 

Sales leaders crystal-clear visibility into impending contract leakage, upcoming renewal 

revenue, and historical close-rate timelines.

Lead cross-functional optimization workshops

Use your legal ops framework as an organizational model. Lead internal workshops with 

procurement, HR, and sales operations to share best practices for cross-departmental 

automation and structured data collection.

Transform legal from a cost center to a profit protector

Consistently present high-level contract metadata reports directly to executive 

leadership, proving exactly how optimized deal velocity, risk mitigation, and obligation 

tracking are directly safeguarding the bottom line.

How LinkSquares Bridges the Gap
The LinkSquares Platform is designed to move 

organizations from a static system of record to a 

dynamic system of execution. Built from the 

ground up on an AI-native architecture and 

powered by LinkAI, The LinkSquares platform 

helps organizations move faster while 

maintaining control. Here’s how:

Show contracts expiring in the next 30 days.

Renewal Date

This Master Services Agreement (“Agreement”) is entered 

into as of June 1, 2024 (the “Effective Date”), by and 

between: Harrison Healthcare, Inc., a corporation organized 

under the laws of the Commonwealth of Massachusetts, with 

a principal place of business at 275 Franklin Street, Suite 

1800, Boston, MA 02110 (“Client”), and Arbor Ridge 

Solutions, LLC, a limited liability company organized under 

the laws of the Commonwealth of Massachusetts, with a 

principal place of business at 84 State Street, 5th Floor, 

Boston, MA 02109 (“Provider”).

Industry

Territory MASTER SERVICES AGREEMENT

Automatically drafts, redlines and applies 

clause libraries and playbooks 

with LinkSquares’ AI Legal Assistant, reducing 

hours of legal work to minutes while 

maintaining full control.


Turns contract insights into action by 

triggering workflows, tracking obligations and 

keeping work moving from intake through 

renewals in one connected system.

Eliminates bottlenecks with self-service and 

guardrails by automating intake, routing and 

approvals through LinkSquares’ Legal Front Door.


Moves quickly with confidence using trusted 

AI built on structured data, with citation-backed 

insights, governance and full transparency for 

high-stakes work.
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