
Implementing document automation isn’t just a 

technology decision - it’s a strategic investment. 

And, as with any investment, organizations 

must demonstrate a measurable return that 

outperforms both the status quo and competing 

funding priorities.

While document automation has existed for 

decades, few solutions have truly stood the test of 

time. Many newer tools deliver only surface-level 

automation; missing the depth, scalability, and 

lifecycle ROI proven by comprehensive platforms. 

Not to mention, many ROI evaluations overlook 

the distinction between direct and indirect 

benefits, or underestimate total lifecycle value. 

This guide provides a comprehensive framework 

for accurately calculating and maximizing the ROI 

of enterprise-grade document automation.

Please note: The ROI models and examples in this 

guide assume the use of a mature, enterprise-

class solution such as Mitratech Document 

Automation (HotDocs). Simpler or entry-level 

tools may not deliver comparable results due 

to limitations in scalability, configurability, and 

integration depth.

Before You Begin: Key 
Insights for Evaluating ROI
ROI in document automation depends on more 

than just time savings. The following principles 

outline the broader process, integration, 

and strategic factors that determine where 

automation creates the most measurable value.

1. Think Beyond Documents - Optimize 
the Entire Process

Even on a stand-alone basis, document 

automation can reduce the time to create 

complex documents by 75–90%, supporting a 

strong business case for efficiency alone.

Yet, the real opportunity lies in transforming 

end-to-end workflows. In contract lifecycle 

management, for example, organizations lose 

an average of 8.6% of contract value through 

poor management practices - inefficiencies that 

document automation can help eliminate as part 

of a broader, integrated solution.

2. Measure More Than Time and Cost 
Savings 

While time and cost savings are likely to form the 

core of an ROI calculation, the most successful 

document automation projects look wider. 

True ROI includes risk reduction, compliance 

consistency, operational resilience improvements, 

and even strategic competitive advantages. 

Document automation creates a foundation 

for these outcomes by ensuring consistency, 

accuracy, and scalability across every 

transaction.
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3. Recognize Compounding ROI  
Through Integration

Document automation also amplifies the ROI of other 

technology investments. When connected with tools, 

such as digital intake, document management, or 

e-signature, it becomes a key enabler of process 

excellence across departments.

It’s not only fair, but essential, to evaluate ROI in the 

context of these broader outcomes. Documents 

underpin every business process; inefficiencies 

in document creation often create downstream 

bottlenecks, risk exposure, and lost value. By 

modernizing this layer, automation unlocks 

performance gains across the enterprise.

And while full integration can drive even greater 

results, it doesn’t always require new investment. 

Many organizations already use tools such as 

Microsoft 365, SharePoint, or Power Automate, 

which can deliver exponentially higher value when 

combined with advanced automation.

For Mitratech clients, this compounding value is 

even clearer. Solutions like Case Management 

(CaseCloud™), Matter Management (TeamConnect), 

and Workflow Automation (TAP) - integrate 

seamlessly with Mitratech Document Automation 

(HotDocs), the industry’s leading document 

generation technology. Together, they form a unified 

foundation for digital transformation across legal, risk, 

and business operations. 

The Strategic  
Context for Document 
Automation ROI
Status Quo: The Strongest Competitor 

The most persistent obstacle to document 

automation isn’t another technology provider - 

it’s the status quo. Across industries, organizations 

routinely choose inaction over innovation, 

underestimating both the cost of existing 

inefficiencies and the transformative potential of 

modern automation.

When automation projects fail to gain traction, it’s 

rarely due to lack of technology - it’s a perception 

issue. The problem, and its potential solution, 

simply don’t appear urgent enough to compete 

for budget and attention. As a result, initiatives 

stall before they begin, or lose momentum as 

stakeholders focus on more immediate priorities.

Even when decision-makers are aware of 

document automation, their impressions 

are often shaped by outdated experiences. 

Early-generation tools were limited to basic 

template completion and isolated desktop 

functionality. Today’s enterprise platforms bear 

little resemblance: they are deeply integrated, 

data-driven, and capable of enabling full 

process transformation across legal, compliance, 

procurement, and business operations.

The leap from a basic template tool to an 

enterprise-grade automation platform can mean 

the difference between modest time savings and 

measurable, organization-wide impact.
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Why Most ROI Calculations 
Often Miss the Mark 
Many ROI analyses fail not because the benefits 

aren’t there, but because they’re measured too 

narrowly. Traditional calculations tend to focus on 

immediate drafting efficiencies while overlooking 

the strategic and systemic advantages that 

automation enables. 

That said, it’s understandable that most online ROI 

calculators provide only a high-level estimate — 

they can’t account for every variable in a unique 

business environment. The goal isn’t to produce a 

perfect number, but to start the right conversation 

about where value is created, where it’s being lost 

today, and how automation can close those gaps.

To make that easier, Mitratech has developed an 

interactive calculator that offers a clear, fact-based 

starting point. This guide helps readers interpret 

those results, assess their current state, and identify 

additional areas of hidden or indirect value to 

build a more complete business case. Simplistic 

calculators or surface-level metrics can distort the 

picture by:

•	 Underestimating total benefits - ignoring 

review, approval, and upstream/downstream 

workflow efficiencies

•	 Omitting true costs - excluding 

implementation, training, and change 

management considerations

•	 Neglecting risk mitigation value - failing to 

quantify reduced errors, improved compliance, 

and contract value retention

•	 Overlooking strategic outcomes - including 

faster time to revenue, stronger competitive 

positioning, and improved client or stakeholder 

satisfaction

A credible ROI analysis must capture the whole 

value equation: direct savings, indirect gains, and 

the long-term business resilience that comes 

from better governance, speed, and accuracy.

This rigor is increasingly essential. Across the 

technology landscape, many IT initiatives have 

failed to deliver their promised returns — and 

more recently, numerous AI projects have fallen 

short of expectations. As a result, executive 

scepticism toward new investments has grown. 

To secure support, every automation business 

case must rest on solid facts, reliable predictions, 

and transparent methodology.

Building a Confident 
Business Case
The following sections provide a framework 

for strengthening both a business case and a 

project plan, ensuring that every efficiency gain 

translates into sustained organizational value.

Understanding True ROI

The fundamental ROI formula for document 

automation is:

ROI = (Total Benefits - Total Investment) / Total 

Investment × 100%

The calculation looks simple. However, calculating 

each component requires detailed analysis, 

including comparison of options.
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Start with a Clear View  
of the Current State 
A credible ROI analysis begins with a realistic 

understanding of current processes and costs. 

Too often, projects fail to gain approval because 

the true cost of inefficiency isn’t well understood.

Map the full process from intake through 

document creation, approval, execution, and 

post-signature management. Identify where 

delays, rework, or risks occur, and quantify 

their impact on business outcomes. Document 

automation delivers its greatest value when 

it addresses these issues across the entire 

workflow, not just within document creation.

Consider Broader 
Opportunities for 
Improvement 
1. Digital Intake: Streamline Data 
Collection and Client Experience 

Digital intake is often the first step toward 

automation maturity. By capturing structured 

data up front, organizations can eliminate 

redundant manual entry, reduce errors, and 

accelerate document generation.

The key is balance: intake should simplify the 

client experience, not burden it. Asking too many 

technical or “lawyerly” questions can cause 

friction and drop-off, particularly when intake 

forms double as lead capture tools. The most 

effective systems collect just enough information 

to generate value-while leaving room for human 

review or collaboration where needed.

Even without deep system integration, a well-

designed intake process creates a “digital front 

door” that prevents data loss, improves client 

satisfaction, and shortens cycle times - all 

measurable ROI.

Advanced platforms like Mitratech Document 

Automation (HotDocs) take digital intake several 

steps further. Through Client Interviews and 

Public Interviews, users can design intelligent, 

dynamic forms that adapt to each respondent, 

guiding them through only the questions that 

matter. These interviews capture structured data 

directly into the document automation workflow, 

ensuring accuracy from the very first step. 

And with seamless integration to existing case 

management, CRM, or enterprise systems, that 

data flows effortlessly through the full lifecycle — 

from intake to document generation to approval.

The result is a streamlined, client-friendly 

experience that eliminates manual re-entry, 

prevents data loss, and accelerates turnaround 

times, delivering ROI that basic intake tools simply 

can’t match.

2. Self-Service for Corporate Legal 
Teams: Unlocking Higher-Value Work

Self-service represents one of the most significant 

ROI drivers of document automation. Instead of 

relying on Legal for every document, business 

users can generate compliant drafts within 

predefined guardrails.

A phased rollout often delivers the best results:

1.	 Assisted generation - business users submit 

intake forms; Legal reviews and assembles 

the final document.

2.	 Supervised self-service - users generate 

documents directly, with Legal oversight or 

automated alerts.

3.	 Full self-service - Legal is looped in only when 

defined risk triggers occur.
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Each stage compounds the ROI: reducing lawyer 

hours, accelerating contract velocity, and freeing 

Legal for strategic work. For law firms, similar self-

service tools can unlock new revenue streams 

or protect existing ones by offering clients digital 

options before competitors do.

3. Self-Service for Law Firms

While law firms may be less interested in self-

service solutions than corporate legal teams, the 

opportunity is growing rapidly. By productizing 

routine, high-volume work - such as commercial 

contracts or loan documents - firms can open 

new revenue streams and deliver services more 

efficiently.

For some practices, self-service document 

automation revives work that has become too 

costly for clients to justify, creating profitable new 

channels for lower-complexity matters. In other 

cases, it acts as a defensive strategy, helping 

firms retain revenue that might otherwise shift 

in-house or to competitors. Lenders, for example, 

are increasingly preparing their own loan and 

security documents to avoid external costs that 

can price them out of business.

Forward-looking firms are also collaborating 

with corporate legal teams to co-design self-

service solutions, combining legal expertise with 

client-side efficiency to create mutual value and 

longer-term partnerships.

4. Data-Driven Approvals: Smarter 
Workflows, Faster Decisions

Every question in a document automation 

interview is a data point that can drive smarter 

approval routing. Instead of relying on manual 

email chains and uniform approval processes, 

organizations can automatically escalate or 

bypass reviews based on contract value, risk 

profile, or clause selection.

Low-risk contracts can move straight to digital 

signing, while those with red flags trigger targeted 

legal or commercial review — only involving 

the right approvers at the right level. No more 

unnecessary escalations all the way to the CEO 

(who’s unlikely to read the fine print anyway), 

and no more pasting signatures into Word 

documents. The result: faster cycle times, stronger 

auditability, and less administrative drag.

5. Digital Signing: Accelerate  
Execution and Compliance

Document automation pairs naturally with 

digital signing, embedding signature tags 

and approval blocks directly in first drafts. This 

seamless handoff reduces user friction and 

accelerates execution, especially for high-volume 

transactions.

M&A deals are a prime example of where 

automation shines. One Mitratech client, a  

retirement village operator making an acquisition, 

used automation and e-signature to generate 

and distribute hundreds of customized 

employment agreements in hours, not weeks.  

The integrated workflow ensured every contract 

was correctly formatted, signed, and archived 

before onboarding - a regulatory requirement 

met efficiently and at a fraction of the projected 

legal cost.
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6. Integration: Extend Automation 
Across Systems

The most powerful document automation 

platforms don’t operate in isolation — they 

connect seamlessly with document management, 

CRM, workflow systems, and any system that 

either holds the data needed to generate 

documents or serves as the destination for 

storing them. APIs enable smooth data exchange, 

automated saving, and consistent metadata, 

reducing file misplacement, duplication, and 

compliance risk. Advanced solutions like Mitratech 

Document Automation (HotDocs) can connect to 

almost anything — home-grown or commercial — 

ensuring flexibility across even the most complex 

enterprise environments.

If ROI is measured purely in time savings, the value 

of data integrations may be underestimated. 

In reality, automation that pulls structured 

data directly from other systems can eliminate 

entire layers of manual effort — from document 

creation to delivery — often without users needing 

to intervene at all. Even when data is entered 

manually through guided interviews, automation 

still drives significant ROI by standardizing inputs, 

reducing errors, and accelerating output. The 

greatest returns come when both approaches 

work in tandem: integrated data ingestion 

combined with intelligent, user-friendly document 

assembly.

Automatically saving documents into a 

centralized management system ensures 

accurate naming, metadata consistency, and 

long-term accessibility - something few users 

maintain reliably on their own. For organizations 

where files are dispersed across drives or lost 

during staff transitions, this improvement alone 

can yield significant and lasting value.

Integrations also drive adoption and 

accountability. When automation becomes the 

easiest and most compliant way to generate, 

approve, and sign documents, users naturally 

stay within governed systems.

Mitratech’s HotDocs Advance is built for this 

level of extensibility - integrating natively with 

Mitratech CaseCloud™, Matter Management, and 

Workflow Automation, as well as leading third-

party tools such as iManage and Salesforce. 

The result is an enterprise-wide automation 

ecosystem that compounds ROI across every 

stage of the document lifecycle.

Consider All the Benefits
1. Time Savings

Time savings remain the most immediate and 

quantifiable ROI driver. Automating document 

generation can reduce drafting time by 75–90%, 

even more when creating document packages 

that share data or involve complex variables.

But the value extends well beyond the drafter. 

Clients, procurement teams, finance, and 

executives all benefit when routine processes 

move faster and with fewer errors. Legal and 

compliance teams also gain time back, shifting 

from manual reviews to dashboard-based 

oversight.

When measuring ROI, consider both the internal 

productivity gains and the external experience 

improvements that create value for stakeholders.
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2. Better Contracts and Stronger 
Outcomes

As outlined in Document Automation – An 

Analysis of the Time Well Saved, Time Well Spent 

and Time Well Invested Framework, the true value 

of automation extends beyond faster drafting — 

it’s about creating higher-quality contracts that 

deliver stronger business outcomes.

Start with the right template every time.

Automation ensures every user begins from an 

approved, up-to-date template — eliminating 

the risks of outdated versions or inconsistent 

language and ensuring compliance from the  

first draft.

Enter data once — and get it right everywhere.

Structured data fields and integrations allow 

information to flow automatically from existing 

sources, reducing manual entry and the risk of 

mismatched details.

Reduce revisions and speed completion. 

With standardized templates and accurate, 

prepopulated data, teams spend less time 

reviewing and reworking drafts — enabling faster 

turnaround and earlier value realization.

Create contracts that work better in practice. 

A well-designed contract defines each deliverable 

and milestone with clarity — who is responsible, 

what standards apply, when it’s due, and how much 

will be paid.

But too often, weaker tools force users to keep terms 

more general, requiring compromises in templates. 

You may still gain the efficiencies above, but the 

overall business impact is far smaller.

Enterprise-strength automation -  like HotDocs, on 

the other hand - makes it possible to capture this 

level of precision without sacrificing speed, ensuring 

every contract performs as well in practice as it 

looks on paper.

Research by World Commerce & Contracting 

shows that poor contracting practices can erode up 

to 8.6% of contract value, down slightly from 9.2% 

in earlier findings. Automating contract creation 

with the right tools helps reclaim that lost value 

by improving precision, alignment, and control — 

turning every contract into a measurable driver of 

performance and reduced risk.

The Definitive Guide to the ROI of Document Automation

World Commerce & Contracting, “Contract Management: An Overlooked Driver of Business Agility and Financial Performance.” Aug, 2025. https://info.worldcc.com/contract-management-aug-2025

7

https://blog.lawhawk.nz/blog/document-automation-avoiding-the-time-tax
https://blog.lawhawk.nz/blog/document-automation-avoiding-the-time-tax
https://blog.lawhawk.nz/blog/document-automation-avoiding-the-time-tax


3. Practical and Timely Guidance and Training

Another major source of ROI comes from embedded, real-time training. Most organizations invest heavily in formal 

training and guidance materials - but how often do people actually use them?

•	 How likely is it that someone under time pressure remembers the training they took six months ago?

•	 How likely are they to open a 60-page manual buried on SharePoint?

•	 And how likely is it that those materials are fully up to date with current templates and policies?

The right document automation changes that. Each question in an automated interview can include bite-sized, 

context-specific guidance right on the screen, giving users instant clarity on what to do and why. Learning happens 

in the moment - not in a classroom. 

Figure 1 - Screenshot of HotDocs Advance Interview Showing Per Question Guidance

Some enterprise-grade solutions (like Mitratech HotDocs), 

go even further. In one example, a complex will and 

enduring power of attorney workflow embedded a two-hour 

training video directly within the interview. Users could jump 

to the exact video segment relevant to their current screen, 

seeing not only what to do but how to do it. Remote and 

after-hours staff could access always-current guidance 

instantly.  See the video here.

This is “just-in-time” learning at its best: dynamic, accurate, and scalable - replacing the expensive, outdated 

“just-in-case” training models that rarely deliver real-world impact.

The Definitive Guide to the ROI of Document Automation 8

https://info.lawhawk.nz/lawhawk-will-and-epa-help-video
https://info.lawhawk.nz/lawhawk-will-and-epa-help-video


4. Reducing Risk at the Source

Document automation delivers far more than efficiency - it’s a powerful tool for risk prevention. Well-designed 

solutions, built by subject matter experts, can anticipate common errors and eliminate them before they occur.

By applying intelligent logic, automation ensures that users only see relevant, policy-compliant options. The simplest 

way to prevent mistakes is to make it impossible to select the wrong choice.

Advanced systems like Mitratech Document Automation also perform real-time validation, flagging inconsistencies 

or noncompliant inputs as they happen and requiring correction before proceeding. This transforms risk 

management from a reactive review process into a proactive safeguard embedded directly within document 

creation.

5. Completeness Checking 

One of the most practical risk controls in document automation is built-in completeness validation. Solutions 

like Mitratech HotDocs Advance allow questions to be designated as mandatory or optional, ensuring no critical 

information is missed before a document is assembled.

Unanswered mandatory fields are clearly flagged in the interview outline - completed sections display green 

check marks, while sections with missing data are highlighted with red asterisks. If a user attempts to generate a 

document with incomplete information, an error message immediately prompts them to correct it.

This real-time validation ensures every contract or document is generated with the required information, reducing 

errors, rework, and downstream compliance risk.
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6. Reducing Risk in Contract Management and Delivery  
 

Strong document automation reduces not only drafting risk, but also compliance and operational risk across the 

entire contract lifecycle. By tailoring contracts to fit each scenario, automation replaces one-size-fits-all templates 

with logic-driven precision and version control.

Manual templates often rely on bracketed options and user edits — a slow, error-prone process that invites 

inconsistency and compromise. The consequences can be costly: omitted clauses, outdated terms, or conflicting 

information can expose an organization to regulatory fines, client disputes, or reputational damage.

Automation eliminates these risks by dynamically generating only the relevant clauses, fee structures, and service 

terms — all drawn from a single, approved source of truth. In commercial contracting, for example, automation can 

align pricing models directly with delivery models, whether fixed-fee, time-and-materials, or milestone-based.

The result: fewer errors, stronger compliance, and clearer expectations — protecting the business from both 

operational inefficiency and the much higher cost of noncompliance.
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7. Accelerating Transaction Outcomes

Automation isn’t just about speed - it’s about 

momentum. Generating and managing 

documents faster can dramatically shorten deal 

cycles.

When contracts are produced immediately 

after a negotiation - accurately reflecting 

agreed terms - both parties are more likely to 

sign promptly. In fact, one construction client 

routinely finalized agreements the same day, 

allowing them to order materials and schedule 

crews without delay.

Conversely, even short lags can derail progress. 

A delayed draft gives stakeholders time to 

reconsider, introduce new edits, or deprioritize the 

deal entirely.

By enabling teams to “hold the pen” and draft 

on their own terms, document automation 

strengthens negotiating positions, improves 

portfolio consistency, and eliminates costly 

slowdowns. Plus, instead of relying on expensive 

AI tools to extract data from third-party 

contracts, the structured data from automated 

interviews can populate systems with  100% 

accuracy, creating a direct data pipeline from 

creation to management.

8. Enforcing Use of the Latest Templates

Template version control is a persistent risk in 

most organizations. Even with updates posted 

on SharePoint or similar repositories, employees 

often reuse outdated or local copies, introducing 

compliance gaps or outdated terms.

With document automation, once a new 

template is uploaded, it becomes the only version 

users can assemble, ensuring immediate and 

universal adoption. If a regulatory or contractual 

issue is identified, fixes can be deployed instantly, 

and every new document reflects the change.

Advanced solutions (like Mitratech HotDocs) 

also maintain full version history while providing 

analytics and reporting to track adoption and 

flag noncompliant behavior. If certain users or 

business units aren’t generating documents 

through the system, corrective action can be 

taken before it becomes a risk.
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9. Faster Remediation – Before Costs 
Escalate

Even the best systems can’t prevent every issue, 

but automation makes remediation faster and 

more controlled.

Suppose a faulty clause or outdated term is 

discovered. In that case, version-based tracking 

allows users to identify every affected document 

and correct it through a defined workflow - long 

before issues lead to regulatory fines or contract 

disputes.

The consistency created by automation gives 

organizations the visibility and agility to act early, 

containing both financial and reputational risk.

10. Lower Compliance Costs

In highly regulated sectors, compliance value 

often exceeds all other ROI factors. Document 

automation embeds compliance into the process 

itself - ensuring policies are followed by design, 

not by chance.

Key benefits include:

•	 Audit readiness: Automated workflows 

create a digital audit trail that demonstrates 

compliance on demand.

•	 Penalty avoidance: Real-time checks 

prevent errors and reduce exposure to fines.

•	 Rapid updates: As regulations evolve, 

automated templates can be updated 

instantly across all users and jurisdictions.

•	 Policy enforcement: Document automation 

operationalizes compliance frameworks, 

ensuring consistent application across teams 

and regions.

•	 Manual compliance methods - periodic 

surveys, self-certifications, and ad hoc 

reviews - are unreliable and retrospective. 

Automation shifts compliance from reactive 

to continuous, proving adherence in real time 

through workflow data and system records. 

11. Reduced Key-Person Risk

In many organizations, critical document 

knowledge resides in the minds of a few key 

individuals. Whether it’s a law firm partner, a 

paralegal, or a tenured policy manager, this 

dependency creates operational and continuity 

risk.

We’ve seen, for example, insurance companies 

relying on VBA macros in Excel maintained by a 

single employee; a single point of failure for an 

entire business process.

By codifying expertise into automated templates, 

organizations institutionalize knowledge and 

protect it as a shared, scalable asset. This not 

only safeguards against attrition but also allows 

experts to focus on higher-value work, knowing 

that their standards are consistently upheld.

For many, automation even creates a form of 

legacy, ensuring their work continues accurately 

long after they’ve moved on.
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12.	 Recruitment and Retention

Somewhat related to the last point, the stresses 

of work – particularly in the legal sector - have 

increased substantially, and burnout is on the 

rise. 

The historic approach to managing increasingly 

urgent workloads has been to hire more 

people, or make people work harder. Document 

automation is an obvious part of an alternative 

solution, helping reverse this trend by removing 

manual bottlenecks and reducing pressure.

Teams can deliver more high-quality work within 

normal hours, improving morale, productivity, 

and retention. Built-in guidance reduces stress 

by giving staff confidence in compliance and 

accuracy, while codified processes shorten 

onboarding and training time for new hires.

Employees increasingly expect to work with 

modern technology, and falling behind on this 

imperative not only impacts productivity but also 

employer brand. Alternatively, organizations that 

equip teams with advanced automation are seen 

as forward-thinking and attractive places to build 

a career - a key advantage for HR and leadership 

looking to remain an employer of choice in 

competitive markets.

13.	 Reduced External Counsel Costs

As law firm hourly rates have continued to 

defy gravity and challenging economic cycles, 

corporate legal departments have more 

urgently been seeking alternative options. Many 

are responding by bringing routine document 

work back in-house - a strategy made viable 

by enterprise-grade automation - in addition 

to working with more Alternative Legal Service 

Providers (ALSPs).  

We have seen this occurring in several lending 

organizations.  Banks such as HSBC, Bank of 

America, and Royal Bank of Scotland rely on 

advanced document automation platforms 

like Mitratech HotDocs to generate complex 

loan and security documents internally, with 

greater consistency and speed than traditional 

outsourcing.

For lenders, this not only reduces legal spend 

but can increase competitiveness, since 

excessive external costs passed to borrowers 

often influence lender selection. By producing 

accurate documents faster and more affordably, 

organizations can win higher transaction volumes 

and strengthen client trust.

14.	 Competitive Advantage and 
Market Differentiation

Forward-looking law firms are using document 

automation to win and retain more work. Firms 

that can generate high-quality documents 

faster, with greater accuracy and lower cost, are 

positioning themselves as indispensable partners 

to clients.

Rather than accepting a small share of panel 

work, these firms integrate themselves into client 

workflows - enabling superior speed, precision, 

and commercial outcomes and seeking to be the 

sole provider in the workflow.

This differentiation isn’t theoretical. Firms using 

automation to improve consistency in loan and 

security documentation are already eliminating 

enforcement issues for lenders and using that 

track record to secure new mandates.

Automation becomes a competitive weapon - 

one that wins clients on value, not just rate.
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15.	 Scalability

Without automation, the correlation between the 

volume of work and the number of staff required 

is largely linear.  If work volumes double, teams 

are likely need double the number of staff. 

Even on a stand-alone basis, document 

automation can break this model. Consider 

the experience of Kāinga Ora, the New Zealand 

Government’s social housing provider (Kāinga 

Ora Builds a Document ‘Production Line’). In 

reviewing its legal workflows, the organization 

projected it would need eight additional contract 

facilitators to meet demand. After adopting 

document automation, it cut that number in half.

“The financial saving that comes from 

needing four less FTE is significant. There is 

the combined salary cost of around $300,000 

and the indirect costs associated with staff of 

around a further $300,000; and that is only in 

one area of Kāinga Ora, and one process.”

As their legal leader noted:

“We are fortunate, given the rate at which our 

work is increasing, that the introduction of 

automation only serves to reduce the number 

of employees that we otherwise would have 

needed to recruit,” says Bruce.”

Automation enables scale without the overhead - 

improving agility, efficiency, and the bottom line.

Make the Right Choice: 
Common Questions, 
Clear Answers 
Is it better to use artificial 
intelligence instead of document 
automation?

It’s natural to ask whether AI should replace 

document automation - especially with the pace 

of today’s advancements. The short answer: 

document automation remains essential, and in 

fact, complements AI perfectly.

Document automation is mature, proven, and 

predictable. It operates on approved templates 

using fixed logical rules - meaning it produces 

0% hallucinations, never “makes things up,” and 

always delivers consistent outputs. Any changes 

can be reviewed instantly by comparing the 

assembled document to the base template and 

viewing a redline - something not possible with 

generative AI, which produces different results 

each time.

The Definitive Guide to the ROI of Document Automation 14

https://www.lawhawk.nz/case-study/k%C4%81inga-ora
https://www.lawhawk.nz/case-study/k%C4%81inga-ora


It’s also cost-efficient: automation doesn’t rely 

on expensive AI tokens or massive compute 

resources, and it scales easily across high-

volume document generation. It’s not one or the 

other - it’s both.

When used together (like in advanced solutions 

like Mitratech HotDocs), AI and document 

automation create a powerful synergy:

•	 Template creation: Use AI tools to accelerate 

template drafting or updates. That long-

delayed template project can be completed 

in a day using contract AI to extract and 

structure clauses.

•	 Template automation: New AI functionality 

can review templates and automatically 

create many of the automation components 

required to get an initial working solution and 

immediate ROI. 

•	 Advanced drafting: For complex matters, 

automation generates the first draft while 

AI suggests nuanced clauses from a given 

playbook or checks language for alignment 

and risk.

•	 Negotiation: Once automation produces the 

baseline document, AI can assist in redlining, 

comparison, and negotiation on top of that 

solid foundation.

In short, document automation builds precision 

and control, while AI adds adaptability and 

insight. Together, they form a smarter, more 

complete legal technology stack.

Why invest in a more advanced document 

automation platform? Why not just go for the 

lowest cost? 

There are hundreds of tools claiming to 

“automate” documents - often at low or no 

incremental cost. So why pay more?

Because value depends on capability. A low-cost 

platform that cannot manage organizational 

complexity or scale will ultimately cost far more in 

rework, failed adoption, and missed opportunity 

than a sophisticated solution that delivers 

consistent results without delay.

Achieving real ROI requires more than time 

savings; it depends on improved accuracy, 

compliance, and process transformation. 

Advanced tools such as HotDocs Advance stand 

apart in their ability to meet those needs.
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Advantages of a higher-performing solution 

include:

•	 Enterprise-grade capability and trust:  

With functionality unmatched by other tools 

and incredibly powerful APIs, Mitratech 

Document Automation is trusted by some 

of the world’s largest organizations to 

handle their most complex, mission-critical 

document processes. 

•	 Greater time and value savings: A specialist 

estate planning firm reports that HotDocs 

Advance reduces drafting time by half 

compared to its previous automation tool - 

automating the “final 20%” is what delivers 

the additional 50% in time savings that would 

otherwise require the most thinking and input 

from senior reviewers.

•	 Lower development costs: Advanced tools 

minimize the need for workarounds and 

leverage experienced implementation 

partners and prebuilt content.

•	 Lower maintenance effort: Scalable 

architecture supports both simple and 

complex automation requirements as they 

evolve, without rebuilds.

•	 Reduced opportunity cost: A successful initial 

implementation avoids the compounded 

costs of rework or prolonged inefficiency of a 

solution that delivers sub-optimal results.

•	 Simplified template maintenance: 

Consolidating multiple templates into a 

single master version reduces update time 

and eliminates version drift.

The takeaway: A lower-cost platform that fails to 

deliver required outcomes is ultimately the most 

expensive choice.

What costs should be factored into an ROI 

calculation?

A robust ROI analysis should include all direct, 

indirect, and opportunity costs - both current  

and projected.

Consider:

•	 Labor costs for document creation, review, 

and approval.

•	 External costs for outside counsel or 

consultants.

•	 Error and compliance costs, including time 

spent fixing mistakes.

•	 Opportunity costs, such as delayed deals, 

missed renewals, or lost business caused by 

inefficiency.

Each month of delay in automation adoption has 

a measurable cost - and a compounding one 

over time.
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Explore Worked Examples: Real ROI Results by Sector 
So, how does this apply to real-world scenarios? 

Banking & Financial Services: 90% Faster, Millions Saved

•	 Case Study: A Top 10 Global Financial Services Provider cut document completion time by 90%, reduced 

templates from 600 to 75, and achieved £4.8M (~$6M USD) in annual savings.

•	 Impact: 15% fewer errors, faster “time to cash,” and consistent global compliance.

•	 Value Summary: Efficiency at scale, stronger audit readiness, and higher transaction velocity.

Legal: Billable Hours Reclaimed

•	 Case Study: A Top 10 Global Law Firm saved 10 hours per document template, equating to £2.8M  

(~$3.6M USD) in annual savings

•	 Impact: Higher accuracy, faster turnaround, and consistent client experiences.

•	 Value Summary: Greater profitability, competitive advantage, and scalable growth without increasing 

headcount.

Insurance: Faster Claims, Fewer Errors

•	 Case Study: A Top 15 global P&C insurer integrated HotDocs with its claims management system, eliminating 

manual data entry and strengthening compliance. Another U.S. provider expanded its user base from 1,300 to 

1,500—even while reducing costs.

•	 Impact: Faster claims processing, fewer errors, and reduced regulatory risk.

•	 Value Summary: Scalable efficiency, stronger compliance, and better customer experience.

Professional Services, Real Estate & Technology: Agility and Scale

•	 Case Studies:

•	     A professional services firm cut document creation from 4 days to 2 hours.

•	     A real estate client increased valuation report volume by 20% without new hires.

•	     A SaaS company reduced template update times from 6 weeks to 30 seconds.

•	 Value Summary: Greater agility, reliability, and client capacity without expanding teams.
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Pre-Implementation Assessment: Building a Credible ROI Case
Before launching a document automation project, it’s essential to build a data-driven baseline. A clear picture of 

current processes, costs, and success metrics will not only validate a business case but also ensure measurable 

results after implementation.

1.  Current State Analysis

Start with an honest assessment of how work happens today - what’s being produced, by whom, and at what cost.

Document Inventory

•	 Volume analysis: Quantify how many documents of each type are created annually.

•	 Complexity assessment: Evaluate variability, conditional logic, and required customization.

•	 Time measurement: Track current creation, review, and approval durations.

•	 Error analysis: Identify recurring mistakes and rework patterns.

Process Mapping

•	 Workflow documentation: Map the full lifecycle - from initial request to final delivery.

•	 Stakeholder identification: List everyone involved in document creation, review, and approval.

•	 Integration points: Note systems that should connect to automation (e.g., CRM, DMS, CLM, e-signature).

•	 Bottlenecks: Highlight where delays, rework, or data silos occur.

Cost Baseline

•	 Direct labor: Time spent by legal, business, and operations teams.

•	 External spend: Costs for outside counsel or consultants.

•	 Error costs: Time and money lost correcting mistakes.

•	 Opportunity costs: Revenue lost to delays, missed deadlines, or slow deal cycles.
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2. Success Metrics Framework

Once the baseline has been established, success should be defined through a combination of quantitative 

and qualitative indicators that capture both financial impact and experiential improvement.



Quantitative Metrics

 Efficiency

•	 Time savings per document

•	 Total process cycle time (request  -> completion)

•	 Error rate reduction

•	 Document throughout (volume capacity per resource) 

Financial

•	 Cost per document

•	 External spend reduction

•	 Labor cost savings (by role or department)

•	 Revenue impact from faster deal cycles  
and increased capacity 

Quality

•	 Compliance rate improvements

•	 Audit and version-control accuracy

•	 Decrease in rework volume

•	 Template consistency across teams

Qualitative Metrics

 Stakeholder Satisfaction

•	 Internal user feedback on ease of use and 
productivity gains

•	 Client or partner satisfaction with turnaround 
and accuracy

•	 Leadership perception of improved service 
quality 

Process Quality

•	 Consistency across business units and regions

•	 Knowledge capture and reduction in key-person 
risk

•	 Speed and effectiveness of onboarding new 
users

•	 Adaptability to policy or regulatory changes
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3. Turning Assessment into Action

A robust pre-implementation analysis strengthens the ROI case and establishes a foundation for continuous 

improvement.

•	 Quantify current inefficiencies that result in time or cost losses.

•	 Set ambitious goals to inspire and maintain momentum when the project competes with other priorities

•	 Establish clear metrics to track post-implementation outcomes.

•	 Revisit and refine these metrics as automation expands across additional processes.

Grounding the ROI model in facts rather than assumptions builds stakeholder confidence and supports sustained 

investment over time.



Take the First Step: Discover The ROI of Momentum
Document automation isn’t a new technology; it’s a proven, mature solution that’s powering a new wave 

of process transformation. Far from being replaced by AI, automation is experiencing a renaissance as the 

backbone of smarter, integrated workflows that amplify both speed and strategic value.

The direct benefits - time and cost savings - are well-established and easy to measure. But when automation 

is connected to broader systems like digital intake, workflow, and AI, the value multiplies. What begins as saving 

hours in drafting can quickly become saving weeks or months across entire processes.

Beyond efficiency, the structured data automation generates fuels better decisions, stronger compliance, and 

measurable business impact. 

Success does not depend on predicting every outcome in advance. The strongest results emerge from an agile, 

phased approach that enables testing, learning, and continuous improvement. Momentum builds quickly as 

teams recognize what is possible and identify new opportunities for optimization.

The essential step is to begin. Selecting a trusted partner and a platform that evolves with organizational needs 

ensures ROI comes quickly from best practice functionality and implementation, continuing to expand as 

processes mature.

Perfect precision is not required to move forward. As Warren Buffett observed, “It is better to be approximately 

right than precisely wrong.” Establish a realistic baseline using Mitratech’s ROI Calculator, refine projections over 

time, and allow the data to guide future decisions.

For further discussion or to explore organization-specific  

ROI scenarios please get in touch with our experts.  
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