


Why a Written Policy, and Why Now
The standard of care moved in 2026; four drivers, none optional

A firm without a written policy is now visibly behind the standard of care. Fewer than half of firms have one; adopting now still reads 
as leadership, not catch-up.
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What Is in the Package
The policy states the duties; the companions do the daily work

Bracketed items mark the firm's decisions. A model to adapt with firm counsel; research assistance from one practitioner to another.
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The Policy at a Glance
Twelve sections map to the COPRAC duty structure

The Approved Tool List is a one-page table at the back of the policy: each approved tool, its account and settings, and what the vetting 
found. If a tool is not on that page, it is not used for client work.
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For Daily Use: The Documents by the Keyboard
The policy states the duties; these four documents carry the daily load

Staff never need to read the whole policy to follow it. The one-page checklist and the placeholder card sit by the keyboard; the 
prompts and sources are ready when research starts.
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For the Courts: The Disclosure Kit and the County Matrix
Three drafted instruments, and every county duty mapped with its effective date

Voluntary disclosure is a posture choice; the kit makes it a one-page habit. The firm sets the default; the responsible attorney can 
depart from it for cause.
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For Management: The Memos and the Cite-Check
What adoption costs, what to watch, and proof the authorities hold up

Nothing in the package rests on an unchecked citation. The full cite-check found one error, a CM-110 item number, and fixed it; the 
source downloads are filed as exhibits.
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Four Things That Get Conflated as Retention
Zero data retention (ZDR) is a contract; it solves two of the four

A firm that gets ZDR terms and leaves memory on has solved the contract and kept the contamination.
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Three Ways a Firm Actually Works With AI
Same vendor, three data footprints; the Tool List records the way of working, not just the tool

The ordinary-looking add-in has the hardest confidentiality profile; the exotic-looking harness has the most controllable one.
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Way One: The Chatbox
Everything typed or attached lands in the vendor's cloud, in three places at once

The only way of working where memory is routinely on by default. Team and business tiers are no-training with a stated retention 
period; they are not ZDR.
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Way Two: The Add-In Inside Word
The Word window looks local. The document it shows is going to the vendor's cloud.

The hardest ZDR of the three. When a document needs ZDR-grade handling, do not open it with a team-tier add-in.
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Way Three: The Harness
The working set stays on firm ground; only the assembled context goes to the vendor

Memory here is a file in the matter folder, not a vendor store. Keep one matter, one folder, one session. The tool cannot remember 
what was never in its working set.
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ZDR in Practice: What the Contracts Actually Buy
A worked example with a real harness, and where the legal platforms stand

A harness under ZDR contracts works: zero retention for most models. The frontier-model window is a recorded, opt-in choice that 
follows the model, never a silent default.

Firm AI Use Policy Package  |  John A. Kelly  |  August 2026



What Counts as a Harness: The Four-Quadrant Test
Two axes of independence: who picks the model, and where the files live

Agentic behavior is a feature they host; a harness is a thing you hold. An agent inside the vendor's walls is the motor bolted on where 
the water wheel was.
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The Platforms, Scored on What They Publish
Six tools, eight criteria: the harness test scored first, then the policy's vetting list

Only signed paper counts at vetting. A strong FAQ is an ask, not an answer. Ask the vendor to restate it in the order form. Then put the 
order form on the Tool List.
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The Three Ways of Working in One View
Where the data goes, what persists, and where the policy carries the load

The safety window follows the model, not the way of working. If a client or a protective order cannot tolerate the window, use non-covered 
models under ZDR. Or have the section 7 conversation. Never use a workaround.
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One Policy, Three Ways of Working
The same written duties, applied where each way of working needs them

The policy names duties, not products. A new tool never means a new policy: it gets a Tool List row, a required setup, and the same 
duties as everything else.
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Each Tool, on the Policy's Own Measures
The crosswalk applied: what vetting finds, tool by tool

A rating is evidence, not endorsement. Teal is contract or verified terms, gold is a published claim, red is absent or adverse. The Tool List records 
which one the firm is relying on.
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Confidentiality: Check the Tier, Then Strip the Identifiers
The sensitivity of the input, not the convenience of the tool, drives the choice

Pasting client text into a cloud tool to anonymize it is itself the disclosure. Substitute first. When in doubt, treat the input as Tier 3. 
Ask the responsible attorney.
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Verification: The Four-Step Ladder
The signing lawyer owns every citation, quotation, and contention; AI changes nothing

Never trust a citation you did not verify. The sanctions cases got worse because of what came next. Correct the error first, always.
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Courts: Six Counties Have AI Rules; One Mandates Disclosure
Two layers: the protocol disclosed once at the CMC, the section 128.7 signature on every filing

Disclosed, verified use is the firm's public posture. If an error surfaces despite the protocol, the firm meets it as a documented outlier, 
not a concealment.
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Running the Policy Day to Day
Supervision, training, billing, and the matter-file record

The same session logs that document verification generate the billing entries and the insurance answers. One habit, three payoffs.
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Five Decisions to Tailor It, Two Things to Watch
Built so pending changes are citation updates, not structural ones

The honest inventory matters more than the aspirational one. What people actually use today, on which accounts, is where the policy 
starts.
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