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WHAT CLIENTS ARE SAYING

A Wake-Up Call and Exactly the Kind of
Insight You Want

“When you run a business long enough, you start to see the difference between people who talk about technology

and people who actually understand how to apply it. Melissa Winblood and the team at Counsel and Code clearly

fall into the second category.

Melissa recently ran an AI audit for our company and it definitely got our attention. Like most businesses right

now, we were experimenting with AI and thought we had a pretty good handle on things. What we learned pretty

quickly is that there were some big opportunities sitting on the table and a few blind spots we needed to address.

During the process, Melissa pointed out several areas where we were not fully taking advantage of AI yet. More

importantly, she identified a vulnerability that could have created serious attorney-client confidentiality concerns

if it had gone unnoticed. That was a wake-up call and exactly the kind of insight you want from someone doing

this type of work.

What I appreciated most was that Melissa did not just point out issues and leave it there. She walked us through

practical solutions. She helped us understand which AI platforms make sense for a law-focused environment, how

agentic AI workflows can be structured properly, and how to build smarter systems that actually support the

work instead of adding more complexity.

We all hear the AI sludge these days. Melissa cuts through that quickly. She brings a clear, practical approach to

AI understanding and implementation, and she understands how law firms actually operate.

If you are running a law firm and trying to make sense of how AI should fit into your practice, whether that means

training your team, running an audit, tightening up your data security, or building smarter AI-driven workflows

to increase value, I strongly recommend speaking with Melissa and the Counsel and Code team.

They will help you see what you might be missing and show you where the real opportunities are.

Gene Ramos
Co-Founder, The National Academy of Motorcycle Injury Lawyers
www.namil.org

https://namil.org
https://www.namil.org
https://www.namil.org
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WHY THIS PLAYBOOK EXISTS

The AI Conversation Your Firm Needs to
Have

Every law firm in the United States is being told that artificial intelligence will transform legal practice.
The claims range from the cautiously optimistic to the wildly oversold. What most firms are not getting
is a clear, practical framework for understanding what AI actually does, where it creates genuine value in
legal work, and how to make informed decisions about adoption without relying on vendor marketing or
technology hype cycles.

This playbook exists to fill that gap. It is not a product pitch. It is not a sales document disguised as
education. It is a strategic overview designed to help legal professionals ask better questions, recognize
real opportunities, and avoid the most common and costly mistakes firms make when they begin
engaging with AI.

The perspective behind this playbook is built on a combination that is difficult to replicate: 35 years of
legal practice across criminal, civil, administrative, and appellate law -- combined with Harvard HDSI
Agentic AI Intensive credentials, the University of Texas McCombs Post-Graduate Program in AI and
Machine Learning, and the structured methodology of the AGENT Framework, developed through the
Harvard program in partnership with DAIN Studios.

If your firm is ready to move beyond the noise and start making grounded decisions about

AI, this playbook is where that process begins.
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SECTION 01

The State of AI in Legal Practice

AI is no longer a future consideration for law firms. It is a present reality. The firms that are positioning
themselves most effectively are not the ones buying the most tools -- they are the ones making the
most disciplined decisions about where AI fits and where it does not.

What the Data Shows

The legal industry is moving, and the pace is accelerating. Consider the landscape:

— A significant majority of large law firms are actively piloting or deploying AI tools in some
capacity.

— Firms with structured AI workflows report meaningful reductions in cycle time for routine
processes.

— Small firms adopt AI at roughly half the rate of larger firms -- a gap that widens as large firms
invest further.

— Most firms experimenting with AI are doing so without a structured framework, which creates
both risk and missed opportunity.

What Most Firms Get Wrong

The most common mistake is treating AI adoption as a technology decision. It is not. It is a workflow
decision, a risk management decision, and an operational strategy decision. Technology is the last piece,
not the first.

— Starting with tool selection before understanding workflows

— Treating AI as a cost-cutting play rather than a value-creation strategy

— Deploying AI without meaningful human oversight frameworks

— Relying on vendor claims without independent evaluation

— Ignoring the change management dimension of AI adoption
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SECTION 02

What Agentic AI Actually Means for Your
Firm

You have likely heard the term "agentic AI" with increasing frequency. Here is what it means in practical
terms, stripped of the marketing language.

Beyond Simple AI Tools

Most AI tools that law firms encounter today are what might be called single-task tools. You give them a
prompt, they give you an output. That is useful, but limited.

Agentic AI is fundamentally different. Agentic AI systems can perform multi-step tasks autonomously,
coordinate with other AI agents and human team members, and manage complex workflow sequences
with appropriate oversight at critical decision points.

For a law firm, this is the difference between a tool that can summarize a single document

and a system that can manage an entire intake-to-resolution workflow -- with humans

maintaining oversight where it matters most.

Why This Matters for Legal Practice Specifically

Legal work is not like other knowledge work. The stakes are different. The obligations are different. The
consequences of error are different. Agentic AI represents both the most significant operational
opportunity for law firms and the most significant risk if implemented without understanding these
distinctions.

This is precisely why the design of agentic AI workflows for legal practice requires someone who
understands how legal work actually happens -- not how technology vendors assume it happens.
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SECTION 03

Five Questions Every Firm Should Be Asking

Before your firm commits to any AI tool, platform, or vendor, these five questions should have clear
answers. If they do not, you are making decisions without the foundation to support them.

1. Where are our highest-value workflows, and which ones are actually suitable for
AI?

Not every workflow benefits from AI. The ones that do need to be identified through rigorous analysis,
not assumption. The answer requires understanding both the work itself and the capabilities and
limitations of current AI systems.

2. What does meaningful human oversight look like in an AI-augmented workflow?

This is not a theoretical question. It is an accountability question. When AI assists in producing client
deliverables, who is responsible for what? The answer must be specific, documented, and defensible --
not aspirational.

3. How do our data handling practices align with our confidentiality obligations?

Every AI tool handles data differently. Some create risk that firms do not fully appreciate until it is too
late. Understanding where your client data goes, how it is stored, and who has access is not optional -- it
is foundational.

4. What is our actual readiness -- not our assumed readiness?

Most firms overestimate their AI readiness. A structured assessment reveals where your people,
processes, and technology actually stand, which is the only basis for making sound adoption decisions.

5. Are we evaluating tools independently, or relying on vendor claims?

The AI vendor landscape is crowded, and marketing claims often outpace actual capabilities.
Independent evaluation -- conducted by someone with no vendor relationships or referral incentives --
is the only way to make informed tool selection decisions.
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SECTION 04

A Structured Approach: The AGENT
Framework

The AGENT Framework was developed through the Harvard HDSI Agentic AI Intensive in partnership
with DAIN Studios. It is the structured methodology that Counsel and Code uses to design agentic AI
workflows for law firms. It is not a checklist -- it is a disciplined, repeatable process.

A - Audit Understand how work is done today. Before designing any AI solution, you
must have a rigorous understanding of existing workflows, decision points,
and value drivers.

G - Gauge Reduce the process to its desired outcome. Strip away assumptions and
focus on what the work is actually trying to achieve.

E - Engineer Ideate agentic AI solutions and prototype. Design the AI-augmented
workflow based on what was learned in the Audit and Gauge phases.

N - Navigate Map the human-agent relationship. Define who is responsible for what,
where human oversight is required, and how accountability is maintained.

T - Track Set target outcomes and track value consistently. Measure what matters --
time, accuracy, capacity, and client outcomes -- not just tool usage.

The AGENT Framework ensures that AI adoption is built on disciplined analysis rather than assumption,
vendor influence, or technology enthusiasm. Every engagement Counsel and Code delivers is structured
around this methodology.
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SECTION 05

The Cost of Waiting

The firms that start now build an advantage that compounds. This is not a marketing claim -- it is an
operational reality. AI adoption is not a one-time event. It is a capability that develops over time through
structured learning, workflow refinement, and organizational adaptation.

Firms that wait for perfect clarity before acting will find that the clarity they are waiting for only comes
from the experience of starting. The question is not whether your firm will engage with AI. The question
is whether you will do it on your terms, with a structured approach, or reactively, under pressure,
without the foundation to do it well.

The Compounding Advantage

Firms that begin with a structured approach gain three compounding advantages. First, their teams
develop practical AI literacy -- the ability to evaluate, deploy, and manage AI tools with confidence
rather than apprehension. Second, their workflows improve iteratively. Each cycle of implementation
and refinement produces measurable gains in efficiency, accuracy, and capacity. Third, they establish the
governance frameworks that protect their clients and their practice while enabling innovation.

Firms that delay do not simply remain where they are. They fall behind relative to competitors who are
building these capabilities now. The gap is not static -- it widens with every quarter of inaction.

What Inaction Actually Costs

The cost of waiting is not hypothetical. It is measurable in billable hours lost to manual processes that
could be automated, in client relationships that migrate to firms offering faster turnaround, and in
recruitment challenges as top talent gravitates toward forward-looking practices. The firms that act now
are not just adopting technology -- they are building the organizational muscle that will define
competitive advantage in legal practice for the next decade.

The window for early-mover advantage is narrowing. The firms that begin today will set

the standard that others will spend years trying to match.
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YOUR NEXT STEP

Start the Conversation

This playbook gives you the strategic context. The next step is a conversation specific to your firm.

What Counsel and Code, LLC Delivers

— Team AI Readiness Assessment

— AI Workflow Audit

— AI Tools Assessment

— Agentic AI Recommendations

— Independent AI Readiness Training

— Fractional Chief AI Officer (CAIO)

— Subject Matter Expert (SME) Consulting

Counsel and Code offers a complimentary discovery call -- a 30-minute, no-obligation conversation
designed to assess where your firm stands and whether a structured engagement is the right next move.
This is not a sales call. It is a diagnostic. If Counsel and Code is not the right fit, that will be said directly.

The First Step Is a Conversation, Not a Commitment

A 30-minute conversation is all it takes to know if this is the right fit.

Book online: counselandcode.net/contact

Melissa Winblood | Founder, Counsel and Code, LLC

Info@counselandcode.net

mailto:Info@counselandcode.net
https://counselandcode.net/contact

