
AI amplifies what  already exists. In a well-structured legal function it accelerates delivery and generates
insight. In a fragmented one, it accelerates chaos. Use this diagnostic to assess readiness honestly and
identify where to focus first, before committing budget to technology that will not yet perform.

How to Use This Diagnostic

WO R K E D  E XA M P L E  ·  F O U N D A T I O N  0 1

How work enters legal D e ve lo ping · 1

Volume & type visibility N o t  Re ady · 0

Prioritisation mechanism Re ady · 2

Fo undat io n 0 1  s co re s  3 o ut  o f  6. Re pe at  f o r all f ive , t he n add t he  f ive  s ubt o t als  t o ge t he r.

“
T H E  A M R U  C O N S U L T I N G  V I E W

Most legal teams are being sold AI solutions to problems they haven't yet structured. The

diagnostic conversation, not the technology selection, is where the real value is.”

Legal AI is  not a s hortcut around proces s  debt. The teams  that will extract genuine return are thos e that built their LPM
foundations  firs t.
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LPM → AI Readiness Diagnostic
The five process foundations every legal team needs in place before AI
investment delivers real value.

1

Sc ore ea c h sig na l
Fifteen signals across five
foundations. For each one
pick the column that
matches reality: Not Ready
0 , Developing 1, Ready 2 .

2

T ot a l ea c h
f ound a t ion
Three signals per
foundation, so each
foundation scores out of 6.
Write it in the box on the
card.

3

Ad d  up your t ot a l
Five foundation scores give
you an overall figure out of
30. That is your AI Readiness
Score.

4

Find  your lowest
Your total sets your band.
Your lowest-scoring
foundation sets your
priority. Both matter.



How work ent ers leg a l

Ad h oc, em ail  &
corridor

Som e form al
ch an n els

Defin ed in take
with

categorisation

Volume & t yp e visib ilit y

No data or trackin g Retrospective on ly Real-tim e
dash board

Priorit isa t ion mecha nism

Wh oever sh ou ts
lou dest In form al tierin g Expl icit priori ty

fram ework

Ma t t er ownership

Sh ared an d
u n clear

Assign ed bu t n ot
tracked

Nam ed own er at
every stage

Scop e d ef init ion

Work creep is
com m on

Discu ssed, n ot
docu m en ted

Defin ed, agreed &
basel in ed

Decision a ut horit y

Un clear wh o
approves

Partial ly
docu m en ted

RACI in  place an d
fol lowed

Dea d lines

Set reactively or
n ot at al l

Set bu t frequ en tly
m issed

Proactive with
ch eckpoin ts

Prog ress t ra cking

No form al
m ech an ism

Occasion al ch eck-
in s

Regu lar
docu m en ted

caden ce

Esca la t ion p a t hwa ys

In form al or absen t In con sisten tly
u sed

Clear an d
con sisten tly

appl ied

Ma t t er d a t a  ca p t ure

Si loed in  em ails Partial ly in
spreadsh eets

Stru ctu red in  a
system

Sp end  visib ilit y

No real-tim e view Mon th ly or
qu arterly on ly

Live trackin g by
m atter

Va lue rep ort ing

No m etrics sh ared Basic volu m e
m etrics

KPIs l in ked to
ou tcom es

Pla yb ooks a nd  t emp la t es

None or
outdated

Exist,
inconsistently

used

Current
and

embedded

Rep ea t a b le ma t t er t yp es

Bespoke each
time

Partially
templated

Standardised
end-to-end

Lessons lea rned

Not captured Captured
informally

Fed back
into

process
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The Five Foundations
Mark where your team sits  on each s ignal. Then decide the overall position for each foundation.

F O U N D AT I O N  0 1

Intake & Demand Visibility
Do you know what work is coming in, from whom,

and why?

O F 6

N O T  R E A D Y 0 D E V E L O P I N G  1
R E A D Y 2

N O T  R E A D Y 0 D E V E L O P I N G  1
R E A D Y 2

N O T  R E A D Y 0
D E V E L O P I N G  1

R E A D Y 2

F O U N D AT I O N  0 2

Ownership & Accountability
Does every piece of work have a clear owner and

defined outcome?

O F 6

N O T  R E A D Y 0 D E V E L O P I N G  1 R E A D Y 2

N O T  R E A D Y 0 D E V E L O P I N G  1 R E A D Y 2

N O T  R E A D Y 0 D E V E L O P I N G  1 R E A D Y 2

F O U N D AT I O N  0 3

Timeline & Milestone Discipline
Can you reliably predict when work will be done?

O F 6

N O T  R E A D Y 0 D E V E L O P I N G  1 R E A D Y 2

N O T  R E A D Y 0 D E V E L O P I N G  1 R E A D Y 2

N O T  R E A D Y 0
D E V E L O P I N G  1

R E A D Y 2

F O U N D AT I O N  0 4

Matter Data & Reporting
Can you tell the business what legal is doing and

what it costs?

O F 6

N O T  R E A D Y 0
D E V E L O P I N G  1 R E A D Y 2

N O T  R E A D Y 0
D E V E L O P I N G  1 R E A D Y 2

N O T  R E A D Y 0
D E V E L O P I N G  1 R E A D Y 2

F O U N D AT I O N  0 5

Process Standardisation
Are your most common work types handled consistently, or does it depend on who picks them up?

O F 6

NO T  REA D Y 0
D EVEL O PI NG 1 REA D Y 2

NO T  REA D Y 0 D EVEL O PI NG 1 REA D Y 2
NO T  REA D Y 0

D EVEL O PI NG 1
REA D Y 2



Add Up Your Score

F 0 1
I N T AK E

/ 6

F 0 2
O WN E R S HI P

/ 6

F 0 3
T I M E L I N E

/ 6

F 0 4
D AT A

/ 6

F 0 5
P R O C E S S

/ 6

YO U R
T O T AL

/ 30

Reading Your Total Score

0–10
N O T  A I  R E A D Y

Found a t ions missing

AI will amplify problems, not solve
them. Establish LPM foundations before
any AI investment is made.

11–20
P A R T I A L L Y R E A D Y

Pocket s of  rea d iness

AI pilots may work in pockets but will
not scale. Targeted LPM remediation
alongside scoped pilots.

21–30
A I  R E A D Y

St rong  f ound a t ion

AI can deliver real return. Proceed
with adoption and focus effort on
governance design.

Which Foundation To Fix First

0 – 2 out of 6

Crit ical gap · f ix f irs t
This foundation is holding back
everything downstream of it. Start here
regardless of your overall total.

3 – 4 out of 6

Part ial · s ho re  up
Workable but inconsistent. Tighten
once your critical gaps are closed, not
before.

5 – 6 out of 6

So lid · pro t e ct  it
Strong enough to build on. Maintain
the discipline rather than investing
further effort here.
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Reading Your Score
Add up your foundation scores , find your band, and identify what to fix first.



Three Principles That Hold True Everywhere
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What To Do Next
Three principles that hold true wherever you scored.

Run the diagno stic with yo ur
team
The most useful version of this
exercise is done collaboratively.
Where people disagree on a
foundation, that disagreement is
itself diagnostic. It tells you the
standard is not shared.

Prio ritise the weakest
f o undatio n
Do not spread effort across all five at
once. The foundation with the lowest
score is usually blocking progress
everywhere else. Fix the base before
building on top of it.

Fix pro cess bef o re
techno lo gy
Technology amplifies what is
already there. Buying a matter
management platform or AI tool
before your intake and reporting
process is structured will not solve
the problem. It will make it more
expensive.

Book your diagnostic conversation
The most expensive sentence in legal delivery is  “we’ll figure it out as we go”.
If you could not confidently score above 20, that is  the conversation to have.

E amardeep.s ohal@amrucons ulting.com W amrucons ulting.com LI linkedin.com/in/amar-s ohal-6a153811


