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About the study

On behalf of the EY Law business, Oxford 
Economics surveyed 1,000 General Counsel 
and Chief Legal Officers from organizations 
with US$1b or more in annual revenue 
across seven industries, 21 sectors and 21 
countries. Over 60 questions were posed to 
respondents about the challenges, priorities 
and perspectives of legal departments as 
they identify ways to confidently innovate 
during times of disruption and uncertainty. 
The survey data was paired with in-depth 
interviews of legal department leaders 
from organizations around the globe. The 
study took place between November 2024 
through March 2025.

In brief 
	� Significant changes in geopolitics, 
technology and the regulatory 
environment are prompting legal 
departments to evolve how they 
operate and manage risk.

	� An increasingly diverse mix of 
internal and external sourcing 
strategies is being used to achieve 
greater efficiency and access 
specialized expertise.

	� Refining technology and data 
strategies is a high priority for 
75% of legal departments, with 
only 25% prioritizing the use of 
GenAI for various tasks.

Chapter 1: 
Disruptors and pressures drive an urgency for change............................ 2

Chapter 2:  
Six steps to make the legal department fit for the future........................ 6

1. Gather deeper insight that will enable better planning  
and decision-making..............................................................................................6

2. Delve deep into spending habits..............................................................................8

3. Develop a diverse sourcing strategy that addresses  
top business challenges and needs.........................................................................9

4. Engage talent by increasing development, wellbeing  
and culture-building initiatives ............................................................................10

5. Build clarity and alignment across the business on managing risk .........................11

6. Use technology as an enabler, not a driver of operational excellence......................13 

There’s never been a greater time to be an in-house legal 
professional. Given the disruptive forces (…), we as legal 
professionals are able to add value to our business on a 
very broad spectrum.

“
Esa Niinimäki
Chief Legal Officer, Nokia

The seismic shifts in the global corporate landscape are multiplying the 
complexity, urgency and volume of issues that legal departments must 
be prepared to handle. The 2025 EY Law General Counsel study (study) 
reveals that some legal departments have found ways to innovate and 
keep pace with these changing demands while others are navigating 
barriers driven by internal pressures. 

By revisiting how they make decisions around sourcing, talent, spend 
and technology, legal departments can better manage risk and support 
today’s business priorities with the foresight, speed, agility and expertise 
needed to reshape their future with confidence.
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External forces are spurring the evolution of the legal department
CEOs and legal departments appear aligned on the disruptive 
forces challenging organizations. Both the EY CEO Outlook Pulse 
Report — September 2024 and the EY Law study cite geopolitical 
influence, regulatory pressures and emerging technology as the 
top-ranked external forces helping to create the greatest challenges 
for legal departments in the near and mid-term future. These forces 
are making it increasingly vital for legal departments to anticipate 

critical change that could impact the business, operate with greater 
speed and efficiency and develop the expertise needed to handle 
increasingly complex matters. “There’s never been a greater time to 
be an in-house legal professional,” notes Esa Niinimäki, Chief Legal 
Officer, Nokia. “Given the disruptive forces on several fronts, we as 
legal professionals are able to add value to our business on a very 
broad spectrum.”

Top disruptive forces identified by CEOs are presenting significant challenges for most legal departments

Top disruptive forces identified 
by CEOs that will drive the most 
change over the next 12 months

Changes brought about by these 
disruptors will present significant 
challenges for legal departments  74% 66%76% 75%

Technology 
advancements 

(AI)

Business 
and customer 
expectations

Geopolitics
Regulatory 

environment
Sustainability

54%

Geopolitical events often demand high levels of agility and foresight, 
and legal departments are increasingly being pulled in strategically 
to advise on evolving geopolitical matters.

 “Legal departments need to be able to answer questions rapidly and 
strategically in a coherent and considered manner. To address these 
big, complex issues, the legal function needs to offer agile experts at 
the front end that can make decisions in real-time and are enabled by 
technology and specialists on the back end,” notes Bjarne Tellmann, 
Founder and CEO of FjordStream Advisors, and former General 
Counsel for Haleon, GSK Consumer Healthcare and Pearson Plc.

Regulatory complexities are also posing significant challenges for 
three-quarters of legal departments given the pace and volume of 
regulatory change in areas such as AI, data privacy and sustainability. 
“The volume and speed of new regulations is adding to the advisory 
and compliance burden of in-house legal teams,” notes Sarah Rosser, 
General Counsel Solution and Services Group, Lenovo. “Legal 
departments must continuously adapt to these regulatory changes 
which is both resource-intensive and a challenge to support.” 

Indeed, the study shows that monitoring regulatory changes across 
jurisdictions is a challenge for 60% of legal departments, while roughly 
a half report challenges in providing guidance where regulations are 
unclear. “The capability to provide guidance in situations where no 
one knows the correct answer, and even less the correct direction, is 
imperative to keep the business going. You need to be able to operate 
in the darkness,” advises Jalmari Sasi, Chief Legal Officer, Sanoma.

Legal departments must continuously 
adapt to these regulatory changes which 
is both resource-intensive and a challenge 
to support.

“
Sarah Rosser
General Counsel Solution and Services Group, Lenovo

Chapter 1
Disruptors and pressures drive an urgency for change
As external forces accelerate the need for legal departments to evolve, 
internal impediments create resistance.
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Internal barriers are slowing the momentum of change
As external forces push the evolution of the legal department 
forward, internal pressures are slowing its progress. 

Budgetary constraints are cited as a primary culprit, even as 83% 
of respondents expect their budget to increase over the next 
12 months, with 40% anticipating an increase of 10% or more. 
However, these budget increases are often allocated for specific 
projects or line items and cannot be used for other things like hiring 
additional talent or procuring new technology. As a result, with 
growing volumes of complex work, budget increases are falling 
short without changes to the operating model.

Indeed, budget is the most commonly cited impediment to the 
effectiveness of the legal function’s sourcing strategy, making it 
difficult to secure the expertise needed to keep pace with business 
requirements. Most legal departments are looking both internally and 
externally to source work, however, implementing more innovative 
and cost-effective sourcing approaches is a slow process for some, as 
one-quarter of legal department leaders face resistance to sourcing 
changes and one-third lack alignment on sourcing objectives. Also, 
working with external providers is presenting challenges for nearly all 
legal departments. Coordinating with and managing multiple external 
providers is the most commonly cited challenge by 69% of legal 
departments that may be influencing sourcing decisions.

Source: EY Law GC Study, 2025.

Q Which of the following obstacles are currently 
impeding the effectiveness of your legal sourcing 
strategy? Select all that apply.

Internal 
resistance to 
change may 
be impeding 
efforts to take a 
more innovative 
approach to 
sourcing

Limited budget or 
financial constraints

61% 

Regulatory or 
compliance challenges

55% 

Difficulty in finding the 
right vendors or partners

45% 

Inadequate technology or 
tools for vendor management

41% 

Lack of internal alignment 
on sourcing objectives

35% 

Insufficient data or analytics 
to inform decision-making

32% 

Resistance to change 
within the organization

24% 

19% 
Geopolitical or 

market uncertainties

Source: EY Law GC Study, 2025.

Q Which of the following are a challenge when your 
legal department works with external service 
providers? Select all that apply.

Protecting and ensuring that any work 
product is owned and fully conveyed

20% 

Consistency of service delivery 26% 

Limited use of technology or 
data in service delivery

36% 

Managing potential conflicts of 
interest and internal governance (e.g., 

waivers) among potential providers
41% 

Securing support across all 
required jurisdictions

45% 

Cost control and budgeting 52% 

Firm or provider selection and 
due diligence

58% 

Coordinating with and managing 
multiple external providers

69% 

Our legal department does not 
experience challenges when working 

with external service providers
1%
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Budget is also the most commonly cited constraint on the legal 
department’s technology and data strategy, with 65% reporting 
that it is a challenge. As a result, cost-cutting measures are a 
requirement for most legal departments to fund future innovation. 
Ironically, 63% of legal departments plan to increase the use of 
technology over the coming 12 months to help control costs.

Few legal departments report that they have fully implemented new 
technology capabilities such as integrated reporting and dashboarding, 
automated horizon scanning for regulatory change or IP management 
automation, though most plan to do so in the future.

Q What stage of implementation is your legal department at with the following capabilities as part 
of your legal department data and digitization strategy? Select one per row.

Not relevant No plans in the next 12 months Plans to do in the next 12 months In progress Completed

Natural language processing 4%25% 43% 28% 

Smart contracts (i.e., system generated contracts) 18% 40% 33% 9% 

IP management automation 11% 37% 40% 10% 

Digitized service of process 12% 37% 39% 11% 

Automated risk scoring 14% 41% 33% 11% 

Automated horizon scanning to monitor regulations 12% 37% 38% 12% 

Automated workflows or robotic process automation 7% 39% 42% 13% 

Legal advice applications or chatbots 16% 36% 34% 13% 

Case prediction and analytics 12% 45% 29% 14% 

Integrated reporting and dashboard capabilities 10% 23% 45% 22% 

Automated document generation 11% 28% 34% 26% 

Automated invoice review 7% 25% 29% 61% 1%

1%

1%

1%

1%

1%

3%

0%

0%

0%

0%

0%

Source: EY Law GC Study, 2025.
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Similarly, less than one-third of legal departments have implemented generative AI (GenAI) for specific use cases. Fifty-six percent say their legal 
department is still ideating or experimenting with GenAI, and while many plan to use it in the future, only 25% report that it is a high priority for 
the legal department.

For 87% of legal departments, the slow evolution around technology is resulting in a variety 
of data-related challenges as data is disorganized or held in different locations (52%), legal 
and business platforms are disconnected (44%) and access to accurate data is limited (41%). 
Data challenges are also impeding the implementation of technology, such as GenAI and 
contracting solutions, that rely on high-quality, accessible datasets. “When I think about the 
future,” Lenovo’s Sarah Rosser says, “I’m excited about the possible benefits that AI can 
bring but from my experience so far confirms that it’s still the foundational elements such as 
process, knowledge and change management that will still be vital to make it successful.”

Further, fewer than one-third of legal functions have full-time dedicated data scientists, 
product managers or business analysts to provide the advanced support needed to keep 
pace with the evolving technology landscape. 

87%
of legal departments are 
experiencing a variety of 
data-related challenges.

Q How is the legal department currently using and planning to use GenAI over the next year? 
Select one per row.

No plans to use Planning to use Currently using

29% 57% 14%

24% 61% 15%

28% 56% 16%

16% 68% 17%

19% 62% 19%

32% 49% 20%

25% 51% 23%

22% 50% 28%

26% 40% 34%

Intellectual property management (e.g., accelerate 
trademark and patent processes and work product)

Legal due diligence (e.g., review 
documents and identify potential risks)

Self-service tools for the business (e.g., legal 
chatbots that answer common legal questions)

Legal research

Contract review and risk analysis

Regulatory compliance (e.g., horizon 
scanning and relevant strategies)

Learning, training or coaching

Knowledge management (e.g., create and 
manage information and templates)

Legal drafting

Source: EY Law GC Study, 2025.
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Chapter 2
Six steps to make the legal department fit for the future
Setting the foundation for change can help legal departments 
maximize the value of change.

For legal departments to play a more strategic and impactful role, 
they must also evolve. Many legal departments have taken on this 
challenge with varying levels of success. “Many legal departments 
continue to be too static in their thinking and ideation,” notes Ashley 
John, Head of Legal Operations for Anglo American. “Given the 
pressures departments face from all angles, there needs to be an 
evolution in the way that legal delivers value to the business.” 

Based on insights from the study, it is clear that any transformation 
should first be about understanding the problems that the business 
and the legal function face, along with the priorities that legal must 
support. Legal departments can then shape how they allocate 
budget, control costs, collaborate with the business, source work, 
upskill talent and use technology to enable — rather than drive — 
change. Once the groundwork is in place, legal departments can 
continue to innovate and evolve in coordination with the business. 

The following six steps can help legal departments set the 
foundation for change.

1.	Gather deeper insight that will enable better 
planning and decision-making 

While three-quarters of legal departments conduct some degree 
of annual planning, most do not undertake deeper assessments 
that can help them better prioritize the most critical challenges, 
anticipate significant events and prepare for the future. Additionally, 
less than a half have documented their operating strategy and goals.

Only 11% of legal departments have conducted stakeholder 
interviews in the last 12 months, while just 20% have established 
a continuous feedback cycle for ongoing operating model 
improvements. Stakeholder insight and feedback — from legal and 
other functions — are crucial for legal departments to understand 
and analyze to better focus resources and identify challenges 
that may be blocking progress. “Plans and decisions are made 
in the business. Being present there provides immense learning 
opportunities and builds confidence in the fact that we as legal 
professionals have a lot to give!” notes Sinikka Ilveskoski, Vice 
President, Legal & Compliance, Wärtsilä Marine. 

Additionally, only 17% of respondents say their legal department 
has measured their operational maturity against peer benchmarks. 
This assessment can help with prioritization as the most 
sophisticated approach is not always required to provide the right 
level of support for the business. Although no single operating 
strategy will work for all legal departments, the key is to understand 

what is possible and use that together with stakeholder insight to 
shape the right approach. “To be a more effective business partner, 
General Counsel need to increasingly think like business leaders, 
as well as being lawyers,” advises Tellmann. “A broader lens and 
strategic focus are vital.”

To be a more effective business partner, 
General Counsel need to increasingly 
think like business leaders, as well 
as being lawyers. A broader lens and 
strategic focus are vital.

“
Bjarne Tellmann
Founder and CEO of FjordStream Advisors, and former 
General Counsel for Haleon, GSK Consumer Healthcare 
and Pearson Plc

Strategic planning activities completed by legal 
departments in the previous 12 months

Develop a strategic plan 32% 

Conduct a spend 
management assessment

24% 

Review internal and external 
sourcing of legal work

21% 

Establish a continuous feedback cycle for 
ongoing operating model improvements

20% 

Measure organizational maturity 
against peer benchmarks

17% 

Review and update legal 
department role descriptions

15% 

Conduct interviews of stakeholders 11% 

Source: EY Law GC Study, 2025.
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Establishing metrics that allow legal departments to track 
performance and demonstrate how they are enabling the business 
is also crucial. While some legal departments focus on litigation 
and risk-related metrics, far fewer focus on performance and 
efficiency measurements. “A quantifiable value methodology 
that is agreed to with key stakeholders and contains functional 
performance metrics with targets to hit can help legal departments 
demonstrate value,” asserts Ashley John, from Anglo American. 
“This methodology should be a central plank of the legal function 
strategy and can even be embedded in compensation metrics.”

Metrics should align with legal department goals and challenges. 
Also, because the legal department plays a more strategic role in 
enabling the business, performance and efficiency metrics should 
be part of the equation.

Step 1 key takeaways
	� Use stakeholder assessments to help identify and prioritize 
business needs and problems. 

	� Create a formal, documented strategy and goals that align to 
business objectives and challenges.

	� Establish and track performance metrics that are tied to the 
legal department’s goals, priorities and challenges, and share 
with stakeholders to demonstrate progress and value added.

Q Which of the following performance metrics does 
your legal department use to evaluate its operating 
strategy? Select all that apply.

Stakeholder satisfaction ratings 19% 

Value added or captured 20% 

Contract cycle times 24% 

Diversity, equity and 
inclusion metrics

26% 

Contracts negotiated or executed 27% 

Timeliness of support 31% 

Utilization rates 32% 

Outside counsel performance 
metrics

32% 

Talent retention and progression 37% 

Cost of legal 41% 

Matters opened or in process 50% 

Risk scores 56% 

Compliance rates 62% 

Matter, litigation or 
investigation outcomes

70% 

Risk Efficiency Talent Performance Cost

Source: EY Law GC Study, 2025.
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Delving deeper into actual expenses, spend patterns and industry standards can 
provide greater insight into cost drivers and value received. Combined with stakeholder 
insight on priorities and challenges, this will allow legal departments to make more 
informed budget decisions. Also, tools that detect invoice anomalies can help ensure 
that billing guidelines are being followed.

Additionally, the study found that roughly a half of legal departments partially 
charge back expenses to business units and 29% fully charge back all legal expenses. 
Chargebacks can help increase transparency around legal spend and potentially 
reduce costs as they encourage functions to carefully consider requests and proactively 
address potential legal issues to help minimize unnecessary expense. If a chargeback 
system is contemplated, legal departments should take care to align with other business 
units about when and how chargebacks will happen and the value that is being delivered 
in exchange by the legal department.

Step 2 key takeaways
	� Conduct a detailed spend management 
assessment.

	� Use business priorities and challenges to 
help allocate budget and identify the right 
tactics to reduce costs. 

	� Explore automated tools that can help 
reinforce expense policies.

	� Consider charging legal expenses back to 
the business and align on expectations with 
the relevant business units.

2.	Delve deep into spending habits 
Given budgetary constraints, the study shows that most legal departments are planning to increase the use of a variety of tactics to control costs. 
Some, such as technology and automation, legal project management and knowledge management, are efficiency drivers. Others, such as the 
increased use of legal process outsourcing, resource allocation and alternative fee arrangements, are direct cost reduction approaches. Yet only 
24% of legal departments have conducted a spend management assessment in the past 12 months and 38% have automated invoice review. 

Q How will your legal department’s use of the following methods to contain and control costs change over the next 
12 months? Select one per row.

Source: EY Law GC Study, 2025.

67%

plan to do more 
budgeting and 
forecasting but only 

24%

have conducted a 
spend management 
assessment in the 
past 12 months

45%

11% 52% 35%

11% 49% 38%

8% 8% 44% 40%

51% 43%

5% 11% 38% 45%

46% 47%

49%

45% 50%

6% 9% 34% 51%

43% 52%

42% 52%

11% 30% 55%

34% 63%

27% 67%Budgeting and forecasting

Technology and automation

Legal process outsourcing (LPO)

Legal project management

Efficient resource allocation

Alternative fee agreements (AFAs)

Spend policies and procedures

Knowledge management

Early case assessment

Competitive bidding

Litigation management

Training and development

Internal cross-functional 
collaboration and communication

Using an internal center of 
excellence or business service

Not relevant/do not use Remain the sameDecrease Increase

3%

3%

3%

3%

3%

3%

4%

2%

1% 4%

3%2%

3% 4%

3%

3%

3%

3%
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3.	Develop a diverse sourcing strategy that 
addresses top business challenges and needs

More legal departments are recognizing that they need to deliver 
work in a different way. Indeed, 75% report that rethinking 
sourcing strategies is a priority, yet only 21% have completed 
a review in the past 12 months of their internal and external 
sourcing practices. An assessment that includes a data-driven 
analysis of spend and the stratification of sourcing options 
compared with industry benchmarks is an essential step to take 
before embarking on any significant changes. 

A thorough assessment should first include feedback from the in-
house team and details on how, where and why work is being done 
along with what is and isn’t going well. Next, this information must 
be analyzed along with business challenges and priorities, work 
volume and complexity, and budget to help shape an approach that 
aligns appropriately with business needs. Lastly, the benefits and 
challenges of different sourcing approaches should be considered 
as one approach may not be the best for all needs. “Legal 
departments should find a way to mix and match suppliers because 
a luxury sports car isn’t always the right solution,” asserts Tellmann. 

Sourcing changes may be complicated by biases around how legal 
work should be done or enterprise approaches that prioritize a 
particular approach such as outsourcing or use of in-house centers 
of excellence (CoE). Following the three steps above will help legal 
departments build a strong business case for the approach that 
makes the most sense for the business.

The study finds that, over the coming year, legal departments expect 
to draw from an increasingly diverse mix of internal and external 
resources as they adopt new ways of working that allow them to 
access specialized expertise, align work with the appropriate talent, 
achieve greater efficiency and reduce costs. For example, 60% of 
legal departments plan to increase the use of a Big Four organization 
or alternative legal service provider and 53% plan to increase the use 
of an internal business center or CoE over the next year. 

Some legal departments are also creating bespoke approaches for 
specific business needs. For example, as Rosser shared, “tactical 
response teams can focus on interpretation, impact and compliance 
with new regulations as other teams continue to provide more 
regular duties and projects and ensure continuity of support and 
minimize disruption to day-to-day activities.”

Q How is your legal department planning to handle 
the following activities* over the coming year? 
Select all that apply.

Sourcing strategies being used most often across all activities*

1 = used most often, 8 = used least often Internal External

1 In-house center of excellence

2 In-house legal team

3 Panel law firms

4 Big Four organization **

5 Technology automation

6 Self-service tools

7 Non-panel law firms

8 Alternative legal service provider

	 *	 Activities: Regulatory and compliance; data privacy, cybersecurity, data protection 
and responsible AI; legal transformation; mergers or acquisitions; corporate 
reorganization or transformation; contract drafting and negotiations; IP operations; 
entity compliance and governance; labor and employment matters; litigation and 
investigations; sustainability matters; legal technology and GenAI consulting.

	 **	 E.g., Deloitte, EY, KPMG, PwC.

	***	 Organizations over $1b in annual revenue.

Step 3 key takeaways
	� Conduct a sourcing assessment to analyze and gain a 
clear understanding of how, where and why work is being 
done and the associated benefits and challenges. 

	� Consider the potential benefits and challenges that different 
sourcing options offer to find the approach that best 
addresses business priorities and the problems to be solved.
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4.	Engage talent by increasing development, wellbeing and culture-building initiatives 
All legal departments report that they need access to additional 
expertise, and 64% plan to do so by upskilling or reskilling current 
talent. As a result, talent retention is a high priority for 57% of 
legal departments. 

The study revealed that many legal department leaders are 
engaging talent by implementing initiatives to improve the work 
experience and far fewer are focused on activities to develop talent 
or provide career advancement pathways. However, the 2024 EY 
Work Reimagined Survey showed that the top drivers of motivation 
as reported by in-house legal teams are better wellbeing programs, 
career advancement opportunities, compensation and purpose and 
culture of the organization. As a result, legal department leaders 
should ensure that they are focusing on initiatives that will truly 

make a difference for their teams. Additionally, legal department 
leaders should consider how the rapid evolution of GenAI and 
agentic AI may impact legal work and how they may want to 
develop different soft skills and expertise in talent today to prepare 
for the future. 

“It’s very important that we show internal lawyers the opportunities 
for growth and for future positions. Some of the opportunities we 
provide our lawyers include gaining exposure to management or 
moving into the business divisions they are supporting,” noted 
Hiroshi Mori, Group Chief Legal Officer, Mitsubishi UFJ Financial 
Group. “Using that experience, lawyers can then provide even 
better support on related matters and projects and contribute to 
developing the company’s strategy and its future.”

The study also reveals that there is increasing awareness of 
the impact that change and transformation may have on in-house 
talent as many legal department leaders are working to foster 
psychological safety by creating a positive culture where people 
can speak up (72%), develop a purposeful vision and culture 
(60%), increase internal communication around change (44%) 
and encourage experimentation (44%). “Regular engagement 
surveys, monthly team webinars and skills gap assessments are 
important tools we use to stay connected with team members 
and guide leadership on things that are going well and areas 
that need attention,” explained Fiona van Lede, General Counsel 
of Randstad N.V..

Step 4 key takeaways
	� Increase talent engagement by focusing on development, 
career advancement pathways and wellbeing programs.

	� Identify opportunities for legal department leadership to refresh 
their own skillset around people management.

	� Consider how GenAI and agentic AI should be factored into 
talent development. 

	� Focus on initiatives that foster a positive culture and increase 
communication around change to help talent embrace 
transformation.

23%

26%

30%

30%

33%

33%

40%

41%

45%

50%

55%

62%

71%Creating better knowledge and data management

Investing in technology and tools

Supporting flexible or hybrid work

Providing career advancement pathways

Improving diversity and inclusion

Increasing benefits or compensation

Re-balancing workloads

Expanding wellbeing programs

Enhancing technology or tools for teaming

Developing rotation opportunities

Enhancing the approach to online or virtual learning

Increasing coaching or personal 
development programs

Expanding change and resilience skillset

Requiring a minimum level of ‘in person’ working

Q What actions is your legal department taking to 
develop more engaged talent? Select all that apply.

Improve work experience Talent developmentEnhance wellbeing

16%

Source: EY Law GC Study, 2025.
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5.	Build clarity and alignment across the business on managing risk 
Eight out of 10 legal departments say their organization expects to 
increase investment in risk management over the next 12 months, 
yet many organizations have not aligned around a detailed and 
actionable risk management program. This presents an opportunity 
for legal departments to work with stakeholders across functions 
to help ensure a coordinated approach.

While 63% of legal departments indicate that their organization 
has a program vision, goals and charter, less than a half 
have a governance and operating model (49%), stakeholder 
communication cadence (36%) and third-party risk management 
(29%). Further, less than one-third have documented risk 
tolerance levels, risk owners, standards, a risk assessment matrix, 
communication plan or contingency and mitigation plans. 

This places many legal departments in a particularly tenuous 
position because although many do not own risk, they are 
responsible for enforcing the policies and advising the business 

on how it can move forward in the face of potential risk. This 
becomes more difficult when there isn’t clear alignment around the 
organization’s risk tolerance. “The legal team is not just a division 
which handles risk at the last minute, but the legal team should be 
the division to collaborate with early to determine how much risk 
we can take on or avoid,” says Hiroshi Mori. By seeking a seat at 
the table for any risk management discussion, legal departments 
can play a more proactive role in shaping a risk management 
and governance program that reflects a shared view of the 
organization’s risk tolerance and contains the details needed for 
the business to make decisions and respond when risks arise. 

 “Legal departments sit at the intersection of risk and opportunity 
and are constantly evolving their reactions based on the 
environment,” notes Samantha McGonigle, Partner & General 
Counsel, Hg. “At Hg, legal and compliance are two separate 
functions so a collaborative working model is key to making a robust 
risk management program work.”

The legal team is not just a division which 
handles risk at the last minute, but the legal 
team should be the division to collaborate 
with early to determine how much risk we 
can take on or avoid.

“
Hiroshi Mori
Group Chief Legal Officer, Mitsubishi 
UFJ Financial Group
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Step 5 key takeaways
	� Collaborate across Compliance, Risk Management and other 
relevant functions to gain alignment around the organization’s 
approach to risk management and governance.

	� Develop and document a clear risk management governance 
and oversight program that reflects a shared view of the 
organization’s risk tolerance levels.

	� Consider a combination of technology, multijurisdictional 
support and streamlined workflows to address regulatory 
compliance challenges.

Regulatory risk and compliance require an enterprise approach

Regulatory compliance is a high priority for 75% of legal departments 
but, ultimately, regulatory compliance is an enterprise‑wide 
challenge and legal departments will want to work closely with 
functional heads across the business to co-develop solutions to 
better anticipate regulatory change and manage compliance.

Legal departments report that they plan to use a variety of tactics to 
improve regulatory change management and compliance, including 
securing better technology, streamlining processes and engaging a 
provider that can support cross-jurisdictional needs. By using these 
initiatives in conjunction, legal departments can better address the 
varied challenges they face today in managing regulatory change. 
“The best approach is one that is coordinated, automated and offers 
curated updates,” offers Kenny Robertson, Head of Innovation & 
Technology, Legal & Regulatory Affairs, NatWest Group.

Source: EY Law GC Study, 2025.

Top 6 challenges legal departments face related 
to regulatory change and compliance

Monitoring for regulatory changes 
across all relevant jurisdictions

60% 

Providing guidance to the business 
where regulations are unclear

50% 

Accessing data needed for 
risk management or reporting

48% 

Anticipating and planning for future 
regulatory developments

44% 

Reconciling differences in 
regulations across jurisdictions

40% 

Ensuring third-party and 
supply chain compliance

37% 

Top 6 initiatives legal departments are focused 
on to better manage regulatory change and compliance

Securing better technology 50% 

Streamlining workflow 
and processes

48% 

Building access to accurate data through 
integration, collection or migration

34% 

Engaging a provider that can support 
cross-jurisdictional needs

32% 

Using GenAI 28% 

Reallocating work to different 
internal and external resources

23% 

Source: EY Law GC Study, 2025.
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6.	Use technology as an enabler, not a driver of operational excellence 
Legal departments need data and technology to help inform decisions, 
increase efficiency and add value. Indeed, 75% of legal departments 
report that their top digitization priority is developing or refining 
their legal technology or data strategies. However, technology is 
often treated only as the driver of change rather than an enabler, so 
it frequently fails to be truly impactful. To make better use of limited 
budgets, legal departments should focus first on how they are setting 
their strategy before selecting the technology that supports it. 

The foundation for a successful digitization strategy is rooted in a 
clear understanding of the business needs, problems and opportunities 
that require solutions. Feedback from business stakeholders and the 
in-house team is critical. “Technology should remove friction and pain 
points so it’s important to engage with internal teams to identify the 
things that are standing in the way and then work out the best solution 
and what can be automated,” asserts Robertson. 

It is also imperative to consider how the digitization strategy will 
complement the sourcing strategy and current processes. The most 
leading-edge technology or approach may not always be the best 
choice for every situation so it’s important to understand what the 
business needs from the technology. Indeed, the study reveals that 
picking the right technology and demonstrating early success are 
the factors identified by most legal departments that help generate 
positive ROI on technology investments.

Legal departments should also establish and assess goals and 
success metrics to determine whether their technology investments 
are delivering the expected benefits and to help shape future 
business cases. “A small successful pilot with tangible results is a 
great way to justify larger investments, but it’s still important to 
highlight the overall business benefits,” advises Rosser. 

Technology should remove friction and 
pain points so it’s important to engage with 
internal teams to identify the things that 
are standing in the way.

“
Kenny Robertson
Head of Innovation & Technology,  
Legal & Regulatory Affairs, NatWest Group
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Even though 96% of respondents acknowledge that ROI influences 
their technology investments, few legal departments go beyond 
general time and cost savings to consider other metrics. Looking 
more closely at all aspects of ROI may provide legal departments 
with critical insights that can be used to develop and prioritize 
more impactful technology initiatives.

Legal departments should also consider working with the CIO to 
identify a technology business partner or engaging an external 
provider to support implementation which can aid in both ROI 
and budget prioritization. A technology partner can draw from 
other successful implementations and help to tier technology 
requirements, develop a roadmap and sequence the technology 
in a way that increases implementation success and value.

Step 6 key takeaways
	� Develop a legal technology strategy and roadmap to modernize 
enablement of legal technology and enhance user adoption.

	� Prioritize development of GenAI and agentic AI use cases 
and guardrails.

	� Establish metrics and goals that will give you a complete picture 
of ROI and will help shape digitization strategy going forward.

	� Assess whether additional technical expertise would be 
of benefit and consider internal and external channels for 
securing the right talent.

61% Time saved on routine tasks (e.g., contract review, document drafting)

40% Enhanced ability to identify and mitigate legal risks

38% Improved decision-making based on data-driven insights

36% Enhanced ability to forecast legal needs and budgets

33% Enhanced collaboration and communication

30% Increased number of cases or contracts handled per attorney

30% Better tracking and management of legal obligations and deadlines

18% Lowered costs for document storage and management

20% Reduction in administrative burdens

25% Faster response times to client inquiries

23% Decrease in manual labor costs

26% Faster case resolution times

32% Reduced error rates

51% Reduction in external legal fees

Q What factors do you use in measuring the return on investment (ROI) for the technology used by your 
legal department? Select all that apply.

Efficiency Risk managementCost

Reduced risk of data breaches and associated costs 49% 

Source: EY Law GC Study, 2025.

of legal departments 
report that ROI 
influences decisions 
on technology 
investments

96%
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Summary
All legal departments are evolving at a 
different pace, and each are operating 
within the unique circumstances of their 
respective organizations. However, to 
successfully innovate with confidence, 
all legal departments need to focus first 
on shaping the foundational elements 
of the function. Talk to the business 
about priorities and problems that need 
solving. Cultivate deep insight into 
current practices and challenges facing 
the legal function. Then align the right 
resources in the best places to address 
those problems and support the business.


