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Proposed Research Title: Drivers, Barriers and Critical Success Factors for Artificial Intelligence Technology Adoption in the Legal Sector
A case study of the risks and benefits of Artificial Intelligence (AI) in the legal industry, and proposal of an AI adoption framework.
1. Abstract
Artificial Intelligence (AI) has had a significant impact on various industries and is regarded as a key topic for management. The introduction of large language models and generative AI software, such as Chat-GPT, has changed human–machine interactions forever. More commonly, the discussion around AI frequently includes both the potential advantages of its adoption and the importance of managing AI effectively. There are multiple factors encouraging the use of AI, as well as considerations that lead to caution.
This research aims to critically identify the main drivers and barriers to AI adoption, with an assessment of critical success factors for implementing AI in organisations. Focusing specifically on the legal profession, the study reviews literature on AI and analyses its current and potential roles in this sector, especially in light of ongoing technological development and the increasing availability of applications like ChatGPT and DeepSeek. It will critically evaluate and adopt a case study approach to explore how law firms maintain competitiveness amid broader AI adoption, whether firms should prioritise early adoption strategies or take a more cautious approach, and how increased reliance on AI may affect competition and employment within the profession. Ethical considerations will also feature in the research. By reviewing current AI applications, analysing existing strategic frameworks, and proposing a new multi-stage framework, this research seeks to provide an in-depth perspective on leveraging AI for strategic outcomes in the legal field.
Keywords: Artificial Intelligence adoption, Gen AI, AI Adoption in Law, AI Implementation Strategy, Drivers for AI adoption, Barriers to AI Adoption, Critical Success Factors. 
2. Literature Review

2.1 Introduction
Experts have predicted that Artificial Intelligence (AI) will foster double digit economic growth globally and increase productivity by upwards of 40% by 2030 (Accenture, 2019). By 2030, AI is also expected to contribute an additional $13 trillion to the global economy (McKinsey Institute, 2018). AI is revolutionising almost every industry, and has been identified as a top management priority (Hutzschenreuter and Lämmermann, 2025). In another study, more than 88% of global organisations surveyed are convinced that companies that fail to properly adopt AI systems would suffer commercially through both a loss of market share and loss of competitive edge, highlighting the significance attached to adoption of AI systems (Chatterjee, Rana and Dwivedi, 2024). This project seeks to examine the implementation of AI in organisations, with a particular emphasis on the legal profession. It will consider the drivers, key barriers, and critical success factors influencing adoption. The study will involve a literature review and analyse core elements of AI, assess potential risks and opportunities with use in the legal sector. Ethical challenges will also be addressed as part of the analysis of barriers to adoption.
There are several compelling arguments both for and against the adoption of AI. While these points do not necessarily negate each other, an evaluative approach is essential for organisations to assess the significance of each factor and determine their priorities.
As AI technology continues to transform industries, it offers exceptional capabilities in data analysis, human-machine interaction, process automation, and reallocating human resources from repetitive tasks to more value-added activities; its potential is largely constrained only by human creativity (Lumenalta, 2025). Many companies are now integrating AI into their workflows to boost efficiency, foster innovation, reduce costs, and enhance their competitive edge (Rane, 2023). Contemporary AI systems empower organisations to process extensive data sets, yielding outcomes that provide a strategic advantage while improving operational efficiency, productivity, and profitability (Black and Van Esch, 2020). 
The legal profession is no exception in the current AI phenomenon, where AI is revolutionising the industry (LexisNexis, 2023). Its potential is far reaching and seemingly boundless. Legal professionals such as lawyers are increasingly turning to AI to review documents during litigation, to perform contract reviews, due diligence, provide case insights and predict outcomes, and perform legal research, freeing up time for human based intellect to perform higher value analytical tasks, which are still currently beyond the reach of the smartest AI systems (Donahue, 2018). 
According to a 2019 Accenture report, approximately 84% of senior executives recognise the importance of effective AI adoption for their organisations. However, over 79% of these executives also report lacking the knowledge and strategy needed to scale AI adoption. Additionally, 75% of the executives believe that failing to scale AI adoption within the next five years could result in their organisations going out of business (Accenture, 2019). 
The term “artificial intelligence” (AI) has been in existence since the 1950s (McCarthy et al., 2006), so literature on AI has existed since then. However, this research is focused on recent developments in Large Language Models (LLMs) and generative AI (Gen AI), with more of the relevant literature coming from the past 5-10 years. A fundamental question for senior leadership is, how to best leverage and reap AI benefits for their organisations (Hutzschenreuter and Lämmermann, 2025).  
2.2 Research Significance
Although research highlights the benefits of AI adoption, businesses face unclear paths to achieving widespread implementation. Existing studies on AI strategies are fragmented and often overlook context-specific issues (Hutzschenreuter and Lämmermann, 2025). Adoption barriers arise from factors such as organization size, industry, management structure, change readiness, workforce, and technical capacity (Lee et al., 2019). Most current technology adoption models are outdated or unsuitable for modern AI systems, emphasizing the need for new frameworks to support organizations (Matt, Hess and Benlian, 2015).
A 2024 International Bar Association (IBA, 2024) report values the global legal sector at approximately $1.6 trillion USD, comprising about 20 million lawyers and an additional 14 million professionals providing support services. In 2024, the IBA president emphasized the imperative for the profession to enhance legal service delivery through the adoption and implementation of artificial intelligence (IBA, 2024). Despite the increasing integration of AI across diverse professions and industries (Atallah et al., 2023),  there remains a lack of comprehensive research into its strategic applications within the legal sector—particularly regarding the drivers, barriers, and critical success factors necessary for successful AI adoption. This research seeks to narrow this gap by providing a framework which includes will help organisations formulate their strategies for implementation. The objective is to empower legal professionals to secure a competitive advantage and realize positive returns on investment through effective AI adoption.
2.3 Search Criteria
The literature review was conducted using Google Scholar and established scholarly databases by employing keywords and phrases such as “AI,” “AI adoption,” “AI and Law,” “AI Adoption Strategies,” and “Drivers and Barriers to AI adoption.” Priority was assigned to peer-reviewed articles published in high-ranking journals that directly addressed key issues and demonstrated relevance through citation frequency. Additional articles were identified through references cited within the core literature, guiding further research. The Google search engine was also utilised to locate up-to-date materials from reputable organizations, including IBM and other recognised technology and business sources.
2.4 What is the Definition of AI?
There is currently no universally accepted definition of Artificial Intelligence (AI) (Russell and Norvig, 2022; MIT, 2024).While numerous definitions exist, most converge on the concept of machine intelligence that parallels aspects of human cognition. An early description by McCarthy et al. (1955) characterises AI as “making a machine behave in ways that would be called intelligent if a human were so behaving.” In alignment with this, AI has also can also be defined as a machine intelligence capable of executing cognitive functions similar to those performed by humans (Radhakrishnan and Chattopadhyay, 2020). In computer science, the Massachusetts Institute of Technology (MIT) defines AI as a suite of technologies that enables computers to perform tasks deemed intelligent when undertaken by humans (MIT, 2024). These technologies include machine learning, deep learning, generative AI, predictive AI, and large language models (LLMs).
2.5 Understanding the “Intelligence” of Artificial Intelligence 
Peifer, Jeske, and Hille (2022) have outlined three categories of intelligence for machines: Artificial Narrow Intelligence (ANI), Artificial General Intelligence (AGI), and Artificial Super Intelligence (ASI). Despite notable progress in AI development, the current state of intelligence is limited to the ANI stage, which remains below human cognitive abilities. AGI, which would exceed human intelligence, represents a significant future milestone. However, experts are currently unable to forecast with any certainty when AGI might be realized (Peifer, Jeske, and Hille, 2022).
Until recently, "machine intelligence" has not resembled human intelligence. However, advances in AI, such as Chat-GPT, Deep Seek, and similar chatbots, now demonstrate abilities closer to genuine intelligence (Peifer, Jeske and Hille, 2022). While AI currently operates at the level of Artificial Narrow Intelligence, the next milestone is achieving Artificial General Intelligence (AGI)—where machines match human intelligence. Although the timeline is uncertain, some experts predict AGI could emerge within this century (Müller and Bostrom, 2016).
2.6 Forms of AI
Artificial Intelligence (AI) is a term encompassing a range of non-human driven processes and specialized fields. The primary forms of AI include Deep Learning, Machine Learning, (Deep Learning is a segment of Machine Learning), Big Data, and Large Language Models, such as, Copilot, DeepSeek, Grok, Minimax (Peifer, Jeske and Hille, 2022). These elements are often interrelated and work in conjunction to deliver the AI capabilities observed today. For instance, Grok is a generative AI chatbot that leverages machine learning, large language models, and deep learning algorithms, that have consumed vast datasets (big Data) in order to establish its “intelligence”.  For example, the ChatGPT-3 platform was built upon approximately 175 billion parameters of data (Atallah and Atallah, 2021). Another significant subset of AI is Natural Language Processing (NLP). NLP applies machine learning techniques to enable computers to effectively interpret and communicate with human users (IBM, 2021). 
2.7 Research Questions
Q1. What are the critical drivers for AI adoption in the legal sector?
Q2. What are the key barriers to adoption of AI in the legal industry?
Q3. What are the key critical success factors to AI adoption?
Q4. How can organisations balance drivers and barriers to increase competition? 
Q5. How can organisations devise effective strategies for AI adoption?

3. Drivers of AI Adoption
Here are some key drivers of AI adoption in the legal sector.

3.1 Increased productivity 
AI performs repetitive tasks, enabling people to shift their attention to more productive types of work. This boosts efficiency and lowers operational costs (LexisNexis, 2023). AI automates repetitive tasks, enabling lawyers to concentrate on work that needs their expertise. According to a Thomson Reuters (2025) survey, 59% of legal professionals reported or anticipated increased productivity from AI. Furthermore, artificial intelligence is highly capable of streamlining and accelerating various legal tasks, including contract review, e-discovery, due diligence, and the extraction of relevant case law from previous cases. AI is particularly effective in processing extensive volumes of legal documents and legislation, thereby enhancing the efficiency of legal research (Donahue, 2018). Unlike humans, AI operates continuously without the need for breaks or rest, enabling it to accomplish these responsibilities without any resistance, and in a fraction of the time required by a human attorney to perform even a single task (Kar, Kar and Gupta, 2021).
3.2 Data Analysis and Decision-Making
AI algorithms can analyse large datasets to identify patterns and insights that may not be immediately evident to human analysts (Solaimani and Swaak, 2023). This functionality supports informed strategic decision-making and is applicable in complex legal disputes where AI may even contribute to the development of strategies not previously considered by their human counterparts.
3.3 Enhanced Client Servicing
AI-powered tools, including chatbots and other automated systems, are used to facilitate customer interactions and influence client satisfaction (Rane, 2023). AI can handle initial client consultations, allowing lawyers to focus on other priorities. These tools streamline legal services, increase efficiency, deliver data-driven insights, and support better decision-making, thus improving service to clients (Mukherjee, 2020). According to a 2025 legal profession survey conducted by Thomson Reuters (2025), over 41% of respondents indicated that they believe AI could improve client response times.
3.4 Reduce costs
Accenture (2017) reported that AI adoption leads to average savings of 20–25% across industries like IT, banking, and operations. Even accounting for initial investment, automation and scale efficiencies from AI reduce costs and boost productivity.
4. Barriers to AI Adoption
While artificial intelligence presents considerable advantages, it also introduces a range of challenges and risks, including ethical considerations, data privacy issues, and pertinent social contexts such as the potential for job displacement (Bostrom and Yudkowsky, 2014; Kar, Kar and Gupta, 2021). Organisations must address these complexities diligently to facilitate the successful deployment of AI technologies (Floridi et al., 2018). Although research in this area remains limited, existing studies indicate that many early adopters have encountered difficulties in effectively implementing AI within their operations. Frequently, such initiatives have fallen short of expectations, often failing to deliver anticipated outcomes or the desired return on investment (Browder et al., 2022).
4.1 Job displacement
According to the International Monetary Fund (IMF, 2024) the world faces a technological revolution that could boost the global economy but may also lead to job losses and greater inequality. AI is transforming the legal profession, disrupting traditional roles and impacting jobs (Clio, 2024). While some positions may be reduced or eliminated, AI adoption will also create new opportunities and increase the need for reskilling as knowledge shifts within the workforce (Sharma and Reddy, 2024).
4.2 Confidentiality and Security
 As AI becomes more prevalent, managing information security will be an increasing challenge for law firms, given their strict confidentiality obligations. Firms must balance the advantages of AI with robust governance to reduce the risk of sensitive data breaches and ensure compliance (Clio, 2024) 
4.3 Cost of Implementation
The potentially high costs are seen as a barrier to implementation of AI technologies for some law firms. Costs considerations go beyond just software, security, storage, and other IT related infrastructure investment. Substantial investment is necessary for both immediate and long-term training of front-line staff, support personnel, management, and senior leaders in order to enhance AI literacy within organisations. Nevertheless, the costs associated with AI software and security are declining as adoption rates grow and economies of scale are achieved (Lee and Shin, 2020).
4.4 AI Hallucinations
Generative AI technologies although revolutionary, they do contain a parituclar flaw, which users must be aware of, commonly termed, AI “hallucinations” (Emsley, 2023). AI “hallucinations”, refer to the false and incorrect information that generative AI applications, often generate, that gives users the impressive that the information is true, when in fact it has been completely dreamed up the AI technology (Emsley, 2023). Research in to the accuracy and authenticity of references produced by generative AI found that only 7% of the results were accurate and authentic, with 47% of the results being fabricated, and another 46% being completely inaccurate (Bhattacharyya et al., 2023).
4.5 Accuracy and Lack of Transparency
Ensuring AI accuracy is essential, as 43% of Thomson Reuters (2024) survey respondents cited it as a concern. This is why significant human oversight remains necessary to validate AI-generated outcomes. This will necessitate enhanced AI training to ensure thorough evaluation of outputs. In the medium term, both human expertise and AI augmentation will become increasingly essential (Clio, 2024). Presently, AI solutions are often criticised for their lack of transparency, leading them to be described as “black boxes,” since typically only their inputs and outputs are accessible or comprehensible (IBM, 2024). 
4.6 Ethics
AI systems can reflect biases present in their training data or system architecture (IBM, 2024). Critical ethical considerations in artificial intelligence encompass fairness, bias, privacy, accountability, moral agency, integrity, human rights, transparency, trust, and discrimination, among other concerns (IBM, 2021; Cumming et al., 2024).
4.7 AI Emotional Intelligence
Current AI technology is classified as Artificial Narrow Intelligence (Peifer, Jeske and Hille, 2022). Nonetheless, virtual reality technologies are advancing rapidly. According to a recent study by Ovsyannikova, de Mello and Inzlicht (2025),  AI demonstrated superior performance to humans in composing messages intended to convey compassion.
5. Critical Success Factors
A central focus of this research is to identify the critical success factors associated with AI adoption within the legal industry. Examining these success factors is a well-established scholarly approach for gaining insights into the primary drivers of success in a particular field (Duan, Edwards, and Dwivedi, 2019). Knowing and understanding what the critical success factors are can enable an organisation to successfully implement AI is of fundamental importance to any AI implementation strategy. Without a success implementation, all the promised benefits will not be realised by an organisation (Merhi, 2023). The following subheadings refer to some of the key critical success factors identified in the literature review.
5.1 Executive Management Support
Top management support is fundamental to the success of any AI adoption strategy, and has been identified and convincingly argued as such by various research into this topic (Merhi, 2023; Solaimani and Swaak, 2023). Given that AI systems generally involve high cost, complex data sources, privacy and other integration factors, the system requires resources that senior management must buy into and support (Merhi, 2023).
5.2 Project Lead Champion
Due to the complexity of adopting and integrating AI into existing organisations, along with the myriad of factors that have to be considered, a dedicated and accountable person must be appointed to champion the project from inception to completion. This is in parallel to the preparation of a well devised plan with clear objectives, if the AI adoption is to be successful. Most projects fail because they lack a plan and a good execution strategy (Merhi, 2023).
5.3 Technical Competence and Skill
Refers to the skills and competence required to enable successful AI adoption in an organisation, including the information systems infrastructure. Various organisations will have varying challenges (Solaimani and Swaak, 2023). For example, a mature organisation will have challenges making the AI system work with its existing infrastructure. Whereas a new organisation will have flexibility to adopt new systems but may not have the skilled IT knowledge to plan and implement such systems (Lee et al., 2019).
5.4 Ease of Use - Perception
Perception on ease of use of any new system is an important factor that must be addressed as it plays an important role in whether a technology system will be well received by its end users, therefore successfully adopted or not (Solaimani and Swaak, 2023). The black box nature of existing AI systems makes this critical success factor even more important. If the system is perceived as difficult to use then the chances of successful adoption will more likely decline given users’ adverse perception of the technology (Lee et al., 2019).
6. AI Adoption and Existing Frameworks
6.1 AI Leadership
Hillebrand, Raisch, and Schad (2025) conducted research centred on the intersection of artificial intelligence and leadership, examining AI agents leading humans in a positive context. Their work challenges traditional conceptions of leadership due to the novel dynamic introduced by AI.
Lebovitz, Lifshitz-Assaf, and Levina (2021) contributed significant insights into human-AI interaction, focusing on individual and collective agency as well as AI augmentation within organisational settings under the emerging framework of Human-AI Collaboration (HAIC). The concept of Algorithmic Management (AM) was introduced by Curchod et al. (2020), whose paper is especially relevant to the discussion of AI's role in organisational management. While this publication offers valuable information, its broad scope, addressing both internal and external aspects of organisations is somewhat ambitious and may lack the necessary specificity in certain areas.
6.2 AI and Business Strategies
Hutzschenreuter and Lämmermann (2025) examine the systematic integration of AI systems into business strategies to enhance competitive advantage. Their study investigates both supervised and unsupervised self-learning technologies, encompassing predictive and generative models. Additionally, it introduces concepts such as AI task superiority and the "black-box perception" associated with AI. The authors propose a framework designed to assist business leaders in formulating effective AI adoption strategies, structured around five guiding questions intended to inform organisational decision-making. While the principles and theories supporting the framework are robust, a detailed analysis reveals that its depth is limited, which may reduce its utility for leaders seeking comprehensive guidance on both macro and micro aspects of AI integration.   
A study by Abuzaid (2024) examined AI integration and its role in the corporate decision making process, offering insights into how corporations interact with AI. The framework proposed in this research emphasized ethics and data security as primary considerations, placing them above other business factors. In comparison, Hutzschenreuter and Lämmermann (2025) produced a framework focused more on business practicality and did not address ethics or data security. These differing viewpoints may reflect varying leadership priorities across organizations. The contrast between these studies illustrates ongoing debates about prioritization within AI adoption, particularly regarding the inclusion of ethics and data security. The author notes that ethics and data security are important considerations when developing practical strategies for AI adoption, including in the legal sector.
6.3 AI and Strategic Management 
Strategic management refers to the process of making long-term plans and decisions aimed at fulfilling organizational objectives. Artificial intelligence (AI) can support strategic management by delivering data-driven insights, forecasting market trends, and improving resource allocation (Porter and Heppelmann, 2014). Research indicates that organizations employing AI in their strategy development may experience performance differences compared to those that do not (Brynjolfsson & McAfee, 2017).
When developing an effective AI strategy, Hutzschenreuter and Lämmermann (2025) propose five key questions that are essential in formulating a successful AI business approach. These questions are organised into three categories identified by the researchers and offer a clear framework for organisations considering AI adoption. The first question—where AI should be implemented within the organisation—is particularly important, as it is neither practical nor feasible to deploy AI universally, given its emerging nature and the initial limitations on resources. Organisations are advised to begin by identifying a specific problem that AI can effectively address and to pursue measurable success in that area.
Assuming the organisation successfully resolves its initial challenge using AI, it can subsequently identify additional areas where AI can be applied, continuing this iterative process. The next consideration is to determine how AI generates value and enhances competitive advantage for the organisation. Furthermore, evaluating how AI will contribute to the company’s financial success is essential. These are fundamental “why” questions that every organisation should address when developing an AI strategy. Addressing these considerations naturally leads to subsequent technology-focused inquiries, such as determining the types of Information Technology (IT) necessary to achieve the organisation’s AI objectives.
The final area of focus involves the ongoing management of AI implementation. This requires organisations to anticipate future needs and remain agile, given the evolving landscape of AI technologies, to ensure they adopt the most effective solutions aligned with their strategic goals. The authors of the paper assert that a comprehensive AI strategy must respond to all these key questions. To facilitate this approach, they introduce an innovative AI strategy wheel, encompassing the five aforementioned queries, thereby offering businesses a systematic framework for developing and executing their AI implementation strategies.
7. Discussion on AI Adoption
The reviewed literature introduced a range of innovative ideas and conceptual frameworks, reflecting significant diversity based on differing hypotheses and contrasting perspectives. While each author presented distinct viewpoints and supporting arguments regarding essential factors for AI adoption, there was a commonality and shared recognition of both the opportunities and risks that AI presents. Despite the discussion of various concepts and new approaches, a comprehensive and systematic methodology for AI adoption was not identified in the literature, nor was there a specific focus on adoption within the legal profession.
Strategy development requires careful consideration of factors such as industry context, organisational size, structure, and workforce composition. The strategy wheel proposed by Hutzschenreuter and Lämmermann (2025) serves as a practical, cross-industry framework for facilitating AI adoption. Nevertheless, the model presently offers limited specificity and depth; its comprehensiveness could be significantly enhanced by adopting a multi-stage development approach.
According to Hutzschenreuter and Lämmermann (2025), defining a clear objective and selecting a specific "playing field" can enable a company or its leadership to concentrate efforts on a targeted area of AI development. This focused strategy is likely to yield greater effectiveness than attempting widespread AI implementation across the entire organisation. By narrowing the scope, organisations can more efficiently monitor costs, evaluate return on investment (ROI), and track other key performance indicators (KPIs), thereby aligning outcomes with expectations. Systematically evaluating each segment within The AI Business Strategy Wheel assists in identifying which department or sub-department might most benefit from AI adoption. While this approach serves as a valuable starting point, it should be noted that its simplicity limits its applicability beyond the initial phase. This is one of the reasons why the author proposes to develop a framework to cover the gaps that have been identified.
In order to add value, the strategy must be informed with a comprehensive understanding of the drivers, barriers and critical success factors that are important to a given organisation, which should also align with its core values and mission statement, which goes beyond the parameters of this particular study but could be considered by future researchers who may wish to expand on these research ideas.
Conclusion
This research proposal examines the pivotal role of artificial intelligence within the legal industry and outlines a framework for AI adoption in business strategy, taking into account drivers, barriers, and critical success factors. The literature review reveals that, despite an expanding body of knowledge on AI, there remains a notable gap in studies directly addressing the subject of this proposal. While tension exists between the incentives and obstacles associated with AI implementation in organisations, these factors should be carefully evaluated on a case by case basis to determine the most appropriate strategy.  Moreover, the critical success factors relevant to AI adoption will inevitably vary based on organisational type and core values. The drivers, barriers, and success factors identified in the literature review are not exhaustive given the word limitation of this assignment. This research aims to uncover additional insights through case study analyses of three distinct organisations. By systematically investigating these core elements, the study is poised to make a meaningful contribution to the body of knowledge regarding AI and adoption strategies, particularly within the legal sector. Ultimately, this research will provide practical guidance for law firms and legal professionals seeking to implement AI solutions.
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