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INTRODUCTION



A few clicks and all your tedious managerial 

work is accomplished. 

Automated contract management: the magic 

words every in-house legal and procurement 

team wants to hear. These three little words 

spell the end to untold hours of manual 

contracting tasks — tracking down signatures, 

digging for expiration dates, organizing vendor 

agreements — and signal a brighter future 

filled with fulfilling work. As the mouthwatering 

premise of AI-powered digital contracting has 

become a reality over the last few years, it’s 

no surprise the technology has been met with 

such fanfare. 

Adopters eventually learned that simply getting 

their hands on contract management software 

was not the panacea they envisioned. Sure, it 

eliminated some admin work for legal ops. But 

to justify the investment, the system would 

have to deliver more strategic value across the 

entire enterprise. 

Introduction

Transforming your digital contracting product 

into a business-driving, self-sustaining 

innovation function requires another 

investment: a Center of Excellence. 

This guide teaches legal teams how to establish 

a digital contracting Center of Excellence 

at their organizations, following a model 

major Silicon Valley companies have used to 

accelerate their automation initiatives. 

Readers will learn best practices in digital 

contract management processes, including 

improving AI models, handling reporting 

requests and integrating stakeholders from 

different departments. 

If you’re an enterprise that’s considering or 

recently invested in AI contract management 

technology and want to maximize its business 

impact, this ebook is for you. 
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What is a Digital Contracting Center of Excellence?
The best way to explain a Digital Contracting CoE is to break down its three main components:  

people, process, and product. 

• A CoE is a multidisciplinary transformational team made up of legal 

ops professionals, lawyers and business line users. 

• Now, a CoE team isn’t limited to legal ops, lawyers and business line  

users. In fact, the goal is to expand the team to include other depart-

ments like sales and finance. That starter team just happens to com-

prise the main product users. 

• A CoE is a centralized shared service that bridges legal, technology  

and the broader business to establish best practices around digital  

contracting.

• Product is at the center of the Center of Excellence. In this guide,  

“product” refers to the centralized repository and automation technol-

ogy behind AI-powered contract management.

• A CoE is an initiative to democratize the use of automated contract 

management products by building AI skills and formalizing internal 

workflows and processes. 

01

02

03

As a shared service, the CoE aims to eliminate productivity waste happening across the business 

lines and enable firms to fully realize a digital contracting function. 
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A Note From Evisort
A few years ago we started noticing a trend 

among our new customers. In their first weeks 

of using Evisort, we’d field six or seven calls 

from the client asking about how to expand 

the product. I want to train the AI on 200 new 

clauses, how do I do that? How do I integrate 

Evisort into our sales pipelines? My buddy in 

procurement wants to give it a spin for vendor 

contracts, how do I onboard a new use case? 

Quickly it became obvious that most of our cli-

ents, from name brand Silicon Valley compa-

nies to major financial institutions, were making 

up AI best practices as they go. 

We’ve always invested heavily in customer 

success, so started by training them ad-hoc 

on everything they needed to know to mas-

ter digital contracting. After we’d piloted our 

not-yet-codified CoE process with several cli-

ents and seen real results, we realized these 

actions could be mechanized into a model. 

If this worked for some of the most digital-

ly-transformed tech companies out there, it 

could work for any enterprise. 

The result? Evisort’s digital contracting Cen-

ter of Excellence model: a holistic end-to-end 

coaching program that teaches enterprise us-

ers to self-service AI and automation opera-

tions. 

We’ve seen time and time again that CoEs 

help businesses de-risk their digital transfor-

mation initiatives, make the most of AI invest-

ments, and increase the velocity of innovation. 
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Why You Should Read This Guide
If you have tens of thousands of contracts, or if you’re looking to deliver cost savings and enhanced 

revenue opportunities through a best practice digital contracting function, you’ll benefit from estab-

lishing a CoE — and thus from reading this guide. 

Specifically, you should read this guide if you face any of the following challenges when managing 

your contracts: 

You’re unsure what’s in your business agreements. For example, if you’ve ever  

wondered: if your contracts are compliant, if the terms are on your standards,  

if you’re leaving money on the table by not taking advantage of rebates, or if 

they’re up for renewal soon.

You lack visibility into where a contract is in the approval process.

You’ve had to ask if you even have a contract with a client or vendor.

You haven’t established standard workflows for important processes like  

pre-signature.

Your legal ops department hasn’t established clear SLAs around shared service  

performance.

You’re always asking for more staffing.

You notice that your outside counsel bills are always increasing.

You struggle with high employee churn in your contracts function.

You struggle to maintain visibility and efficiency in a distributed work  

environment.

If you identify with any one of these challenges, you need a CoE.

1.

2.

3.

4.

5.

6.

7.

8.

9.
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Critical Success 
Factors in Scaling 
a CoE



Getting a digital contracting product off the ground is not hard. The hard part of implementing a new 

technology that affects processes and people is running a change management agenda. That’s the 

real investment — and that’s where a CoE comes in.

There’s a significant need for formalized AI best practices. Companies often worry about inadver-

tently “diluting” algorithm effectiveness by not following the same methods and naming conventions.  

The benefits are significant, too. CoEs inspire outsized business ROI. One Silicon Valley high tech 

storage company recognized $30 million in revenue because its CoE helped find all the customers 

that would accept a partial shipment for full revenue recognition.

Setting an AI initiative in motion can also have a career-changing impact. The business champion 

of a CoE at a top media company enabled his department to streamline three hours worth of work 

into a five second task — a feat that won him company-wide recognition and got him promoted to a 

leadership role. 

 

Critical Success Factors in  
Scaling a CoE

“ CoEs inspire outsized business ROI. It’s  
helped one Silicon Valley high tech storage  
company recognize $30 million in revenue.
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There’s no doubt CoEs are worth the investment. But scaling the program is no walk in the park. 

Let’s consider the necessary cultural precedents for CoE success and common growth challenges 

to avoid. 

Cultural Support
One of the most valuable functions of a CoE, and the reason they’re designed as a shared service, is 

to bridge the divide between IT and legal. 

When it comes to digital contracting, the two groups are born speaking their own languages.  IT and 

legal have different success criteria, different managers, different reporting structures, and may even 

have competing interests. 

The business champion of a CoE at a top 
media company enabled his department to 
streamline three hours worth of work into a 
five second task.
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Picture a scenario where the legal team asks the IT department to write a code to find indemnifi-

cation clauses. IT can write the code easily enough. The problem is that they don’t fully understand 

what an indemnification clause is or where it appears in a legal context. So when IT goes off and 

builds an algorithm that doesn’t return the right outputs, the legal team gets frustrated that they’ve 

missed the mark. 

A CoE gives both groups the right subject matter expertise to get their jobs done successfully the first 

time around. IT learns how to gather requirements to help them understand intake requests. Legal 

learns how to review and validate the early outputs of an AI model for more accurate reporting.

The disconnect between IT and legal speaks to a broader issue of cultural support. There’s often a 

tension between the people administering an application and the end users who have to deal with 

the technology. 

Think of a CIO who spent $10 million implementing SAP Ariba 10 years ago and never updated it be-

cause professional services are expensive. That CIO is likely to be very defensive around switching 

systems because, well, ego — and because that would mean canning a $10 million investment. 

C-suite will take its time playing out IT politics because the outdated, clunky software is no thorn in 

their side. The real victims are the business line users who have to live with it day in and day out.

Siloed relationships, and the resulting efficiency and productivity breakdowns, happen across the 

entire company value chain: from HR to accounting, accounting to procurement, procurement to 

sales ops. IT and legal is just one example. 

The TL;DR version of why cultural support makes a CoE go round: unless you centralize digital con-

tracting into a shared function, you’ll just accelerate a broken process.

Unless you centralize digital contracting 
into a shared function, you’ll just accelerate 
a broken process.
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Common Pitfalls
In addition to the larger cultural challenges, there are a few other roadblocks to watch out for while 

scaling a CoE.

CoEs tend to sputter 

when they happen 

in a vacuum. To see 

their true potential, get 

the program on the 

executive agenda — tap 

into stakeholders who 

can drive change.

When contracting isn’t 

treated as a digital 

transformation initia-

tive, its business impact 

is muted. Many com-

panies are also running 

digital transformation 

projects in tandem 

where CoEs could 

contribute if objectives 

were aligned. 

Digital contracting 

is often viewed as a 

CLM or OCR project 

for better organization. 

Companies need to 

think about the bigger 

picture and long term 

business goals to truly 

transform their contract 

management function.

High-level  
visibility

“Just a  
contracting 

thing.” 

Short term  
visions
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Step 1:  
Establishing  
a CoE



Key Objectives
Your mission, should you choose to accept it, is to establish a robust and flexible legal ops-IT-busi-

ness partnership that supports the changing reporting and operational requirements of legal, pro-

curement, and business teams as they change. 

There are four key objectives within the CoE mission:

We’ve briefly introduced its three components — people, process, and product — but now we’ll ex-

plore how these forces interact to bring a CoE to life.

Step 1: Establishing the CoE

Store and search 

different contract 

types by business line 

using content-aware 

reporting

Extract the key  

meta-ata needed by 

legal/procurement/ 

business

Train new algorithms 

quickly and accu-

rately as reporting 

requirements change

Cover a set percentage 

of all contracts tracking 

a set number of clauses

04030201
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Anatomy of a CoE
A CoE uses a product to centralize digital contracting processes to help people improve operations. 

These three P’s explain almost everything you need to know about what a CoE does and what it 

might look like at your organization. 

People
• A CoE is usually composed of stakeholders from legal ops, legal, and the business unit. 

• On the legal ops side, you’ll want a program manager who will champion the day-to-day tasks 

involved with the CoE and management representation to advocate for them. 

• Legal stakeholders will include management representation, subject matter experts, and busi-

ness line counsel.

• From the business unit hails business line end users and leaders who typically partner with the 

legal team. 

Centralized Repository

Flexible AI Models

Contract Reporting

Contract Analytics

Reporting Requests

Using the Product

Validating AI Outputs

Production Deployment

Legal Ops  
Digital  

Contracting 
CoE

Stakeholders from 
Legal Ops, Legal, and 
the Business Unit

Process

People

Product
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Process
The following items represent a starting point for best practices a CoE might aim to establish. 

Organizations may want to add or modify this list to fit their own digital contracting agenda. 

• Setting up a centralized, scalable intake process for legal 

and business reporting requests

• Understanding how to verify and gather requirements 

based on the use case 

• Gathering example data to be  extracted in the training 

process

• Training AI models and test sets

• Improving the accuracy of AI models with feedback loops 

and SME quality control 

• Getting AI models ready for end users  and reporting

Reporting requests

Using the product

Validating AI outputs

Production deployment
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• One secure storage location and workspace ensures 

that legal ops, legal and procurement teams can readily 

access, search, and analyze the contracts they need

• AI capabilities should be user-friendly enough so that 

legal ops can quickly upload examples and QA the newly 

trained models 

Centralized document repository

Contract reporting and analytics

• The contract management platform should allow users 

to export specific reports by business line, contract type, 

metadata, and provision

Flexible AI models

Product
The product category consists of the core contract management technology required to successfully 

run a CoE. 

By the end of this initial step, you’ll have successfully defined your CoE. You’ve lined up the team of 

stakeholders, decided on a set of best practices and armed yourself with the digital contracting tools 

you need to execute the program. 
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Step 2:  
Training AI Models 
and Users



The second step is all about teaching: instructing CoE team members on the right reporting workflows 

and training the AI algorithms to accurately meet SME requests. 

CoE Process for a Legal Request
There are hundreds of instances that inspire businesses to revisit what’s in their contracts. They 

might need to check a renewal date, or want to review a service agreement after a disruptive event 

like COVID-19. Regulatory forces are at play here, too. For example, when the California Consumer 

Privacy Act passed, internet companies had to negotiate data processing addendums with every 

vendor in their supply chain. 

To process requests with any efficiency, the CoE needs an established workflow for reporting — a set 

of rules for each type of contract they interact with — that they can execute the same way every time. 

Step 2: Training AI Models & Users

To process requests with any efficiency, 
the CoE needs an established workflow for 
reporting — a set of rules for each type of 
contract they interact with — that they can 
execute the same way every time. 
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Below is a sample best-practice process for a legal request. Notice the hand-offs between the CoE 

(usually steered by legal ops) and the SME (usually a legal or business line stakeholder). This workflow 

illustrates how a CoE functions as a partnership to support the requirements of various departments. 

Legal SME  
validates results

(If necessary)  
additional training and 

feedback validation

New model is  
ready for use  
and reporting

COE processes  
request and  

verify requirements

COE gathers  
examples of data  
to be extracted

Legal has a  
reporting request

COE compares  
requirements with  

existing functionality

(If necessary) COE  
trains new algorithm  
and runs on test set

COE validates  
preliminary results
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New AI Training Flow
We could write a whole manual getting into the weeds on AI training. Instead, here’s the quick and 

dirty version of how CoE teams can make sure they train AI models accurately. 

Start with a test set. Get examples of evidence, label them, and upload to the contract manage-

ment platform. 

Look at confidence scores and accuracy rates to make sure the algorithms are working correctly.

Validate the early results with the business unit. 

If it’s not the kind of data the business unit was looking for, gather more outputs from the  

AI system.

Conduct feedback training: Retrain the algorithm using this additional data until it meets  

SME approval.

Push the model to production.

1.

2.

3.

4.

5.

6.

Iterative

Labeled examples  
sent to Evisort  
API for model  

training

Trained V1  
model available  

for testing

Labeled examples  
created in  
JSON or  

similar format

Testing QA/QC  
validation by  
rule-based  

business logic

Testing QA/QC  
validation by  

SME/business  
line

Production Model  
Deployment

Testing QA/QC  
validation by  

SME/business line

Testing QA/QC  
validation by rule-based 

business logic

Retraining of model  
with negative data/ 

additional data
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Once the test set training is finished, the CoE adds the new AI model to its library. Over time the team 

builds an extensive library of clauses they can track — they don’t have to repeat the test set training 

every time there’s a reporting request. 

Intake and Review
Within the end-to-end reporting request workflow, there are two more areas of legal-IT collaboration 

that demand extra attention: requirements gathering during intake and SME review during algorithm 

training. 

Intake
Remember the third step in the request intake process, when the CoE gathers examples of the  data 

they want to extract from their contracts? That’s called “use case-based requirements gathering,” 

and it’s exactly what it sounds like. Use case-based requirement gathering is how legal ops intakes 

and understands what stakeholders are asking for when they submit a legal request.

Let’s say the Head of Sales for North America wants to find all contracts signed within the last two 

years with termination for convenience clauses. As a best practice established by the CoE, the Head 

of Sales would detail all the requirements the report needs to meet:

Use case-based requirement gathering  
is how legal ops intakes and understands 
what stakeholders are asking for when  
they submit a legal request.
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“Find all termination clauses in our SOWs for North America and show a report of all contracts with 

termination for convenience.”

This request includes an example of the language that introduces the clause and the context in which 

it usually appears. Here’s an example the Head of Sales might provide: 

“TERM AND TERMINATION 5.1 [Party B] may terminate this Agreement or a Project under this 

Agreement for its convenience, without cause, at any time without further charge or expense upon at 

least seven (7) calendar days prior written notice to [Party A].”

All of these extra clues help legal ops professionals know what to filter for as they search the contract 

repository. When a legal SME says, “find indemnification clauses,” they know exactly what to look for. 

SME review
The onus to deliver contract management excellence doesn’t just fall on the legal ops program cham-

pion. Legal and business SMEs can, and should, lend their expertise to help refine the CoE. In partic-

ular, they’re well-suited to review and validate AI outputs. 

After all, checking the reporting results is in the best interest of a legal SME. They’ll want to ensure 

the AI tags the right things to deliver high accuracy rates. Some contract management platforms 

make this easy by offering QC collaboration screens. The legal SME can verify and add notes, and 

legal ops users can see that the CoE’s outputs have been lawyer-approved.

A “human in the loop” workflow like this helps the algorithm reach human-level accuracy while sav-

ing about 80% of the organization’s time (since the AI will perform a first pass review automatically).

These two practices — use case-based requirements gathering and SME review — exhibit how CoEs 

help shorten gaps in understanding between stakeholders from different disciplines. 
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Step 3:  
CoE in Production



Putting a CoE in Action
At this point you might be a little overwhelmed with theory and wondering how exactly you’ll make 

the CoE model a working strategy. 

Fret not. We’ve decoded the three major milestones you’ll need to put a CoE into production:  

Business Milestones Roadmap

Step 3: CoE in Production

Defining requirements and assessment criteria

Constructing the business use case

Publishing the final product. 

1.
2.
3.

Crypto to 
wallet

Lending 
stake pool

Coin 
exchanges

Define Construct Publish

• Evisort and key CLM  
stakeholders  define 
requirements & 
assessment criteria

• Evisort to define 
workshop plan,  
participants and 
scheduling

• Benchmark metrics
• Answer all questions & 

any follow-up
• Set Success Criteria

Workshop Series with  
Constant Feedback Loop:
    •  Business Planning
    •  Best practices in  
        training AI on new            
        clauses
    •  Best practices in for  
        tracking non-standard  
        clauses
    •  Implementation
    •  User Training

• Prepare for 
Publication

• Compare & Contrast 
to assessment criteria 

• Hands-on End-User 
Training 

• Publish 
• Present to Sponsors
• Next Steps

Phase I Phase II Phase III
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Define
Start by defining what you need from the CoE. What are your OKRs? What are your goals for the next 

quarter? The next year?

Some of the tasks you’ll accomplish during this milestone include: 

• CoE team meeting with the CLM vendor to decide requirements and assessment criteria

• CLM vendor determining the program timeline, workshops, and key participants involved 

• Setting benchmark metrics, such as clause training 

• Setting success criteria, such as annual OKRs and shared service level agreements

Construct 
Much of the activity under the construction milestone revolves around training as you plan the 

internal workflows for the use case. 

Some of the workshops you’ll conduct, with the help of the CLM vendor, include: 

• Best practices in training AI on new clauses

• Best practices in tracking non-standard language

• Implementation

• User product training

• User acceptance testing; creating feedbacks loop 

Publish
You’re in the home stretch as you get the CoE ready to launch. Here are some steps and considerations 

recommended to create the final product:

• Compare and contrast the AI output to the assessment criteria 

• Revisit OKRs to ensure the CoE aligns with business processes

• Conduct hands-on end user training to make the CoE accessible

• Present the CoE to executive stakeholders
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CoE Project Plan
Here’s a sample matrix you might create to make sure the project is on track. 

Workstream

Develop goals and  
success criteria

Alex Hamilton Y

N

N

N

N

N

Betsy Ross

Mary Lincoln

Alex Hamilton

Alex Hamilton

Alex Hamilton

Use case deep dive meeting

Migrate contracts and  
user-entered data into CLM

Vendor user training  
workshops

Initial activation and first report 
delivery on real  
contracts

AI training:
• Ingestion 
• Bulk tagging 
• Analyzing and  

reviewing 

Define

Construct

Publish

Owner Completed 
Y/N
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Conclusion



01

02

04

03

05

Without a CoE, you have no business champion to drive the change 

management needed to digitally transform your contract management 

function.

Automation needs to be centralized. Otherwise you end up with an or-

phaned contract management system that doesn’t integrate with your 

business processes.

Treating digital contracting as a project, not a program, yields spurious 

ROI. The business impact of the contract management investment won’t 

be realized clearly or quickly, putting legal ops budget at risk.

If you have a contract management solution but don’t have a CoE, you’ll 

never improve processes (like working to understand requirements defi-

nitions) or the product (by training the AI). The solution will slowly be-

come as unusable as the legacy system you migrated from. 

You can’t just set up an RFP and call it a day. A CLM solution alone, even 

a best in-class one, can never fully solve the workflow problems inherent 

to contracting. 

We’ve covered a tremendous timeline of contracting innovation already. So, to recap quickly, here is 

a non-comprehensive list of the ways CoEs drive effective contract management. 

Why CoEs Are Essential to Contract Management

Conclusion
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Evaluating Vendors on CoE Capabilities
Speaking of contract management vendors, it’s true that they can’t do the hard work for you. But 

vendors do play an integral role — they provide the product at the center of the CoE. If a contract 

management product can’t deliver on the cutting-edge AI capabilities a CoE requires, the 

whole program can crater.

Similarly important is the vendor’s accountability. Are they committed as a business partner, not 

just a solution provider? Do they understand how to implement their product to meet your digital 

transformation goals? 

Selecting a contract management vendor is complicated enough already without involving bigger 

picture digital transformation plans. We’ve compiled this checklist to help you assess whether a 

vendor can help you scale your CoE.

You’ll want to know whether the solution requires a large upfront time and 
financial investment before you can start making a dent in your contracts. 
In fact, the vendor should be able to validate their claim in a PoC environ-
ment. If they say they need four to six months in production to get KPIs, 
this vendor is probably dangling a carrot. 

When you look under the hood, do you see a deep-learning based AI 
system? Or do you see a rule-based product that needs constant tun-
ing? Watch out for mentions of consulting firms or professional services 
teams. Some AI frameworks will need developers to get up and running, 
but if you’re dealing with AI in any meaningful sense, you should be able 
to upload 10,000 documents and train a dozen algorithms within the first 
few weeks. 

Contract management software needs to sync with other critical business 
systems — like document storage solutions, ERPs and CRMs — so your 
CoE workflows can integrate with existing processes and become ful-
ly formalized procedures. And without strong security controls, it’s more 
challenging to democratize access to the contract management solution.

Their time-to-value is 
within a month

They use “real” AI 

They have strong  
security controls, 
APIs and architecture

30



About Evisort
Founded in 2016 by Harvard Law and MIT researchers, Evisort uses AI to help businesses 

categorize, search, and act on business-driving documents of any type. Our best-in-

class AI understands meaning and context in legal language, eliminating the need for 

manual data entry and parsing of contracts or business documents. 

Evisort’s AI-powered Contract Lifecycle Management platform streamlines workflows 

from draft to signature and provides real-time visibility and analysis across 100% of 

an organization’s contracts. With Evisort, legal, procurement, and contract teams can 

ensure compliance, mitigate risk, minimize unwanted costs, and achieve efficiencies. 

We wrote this guide after seeing our CoE model in action at several large companies. 

Clients using our CoE model report an estimated average savings of 45% in total 

contracting transaction time and cost. After learning how to self-service AI operations, 

clients were deploying our easy-to-use and flexible contract management platform and 

realizing immediate financial gains. 

If you’d like to accelerate digital contracting at your organization, please contact us to 

continue the conversation. 

Our clients report incredible results: an  
estimated average savings of 45% in total 
contracting transaction time and cost.


