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Governance in eDiscovery

A practical guide for in-house legal leaders adopting AI across

legal hold, eDiscovery, and review.
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Executive Summary

Artificial intelligence has moved from pilot project to production tool inside corporate legal departments.

The question for in-house counsel is no longer whether to use AI, but how to adopt it without compromising

security, defensibility, or budget control.

AI is already reshaping how legal work gets done, from contract drafting and legal research to the single most

data-intensive task a legal department faces: eDiscovery and document review.

Adoption is accelerating fastest at exactly the organizations that carry the most risk: large, regulated

companies handling sensitive data across multiple jurisdictions.

A 2025 survey by the Association of Corporate Counsel found that generative AI use inside corporate legal

departments more than doubled in a single year, with 52 percent of in-house counsel now using it

actively, up from 23 percent. The share of companies restricting AI use fell from 29 percent to 9 percent over

the same period.

Adoption is no longer the question. Governing it well is.

But the same teams driving adoption stay cautious for good reason. The leading hesitations are familiar to any

in-house lawyer: keeping confidential and privileged data secure, and being able to explain and stand behind

an AI-assisted result.

For corporate counsel, the upside of AI is real, and so is the exposure. Getting this right means balancing

three things at once: innovation, risk, and governance.

What you will take away from this paper

The pain points corporate counsel face every day, and where AI genuinely helps versus where it adds risk.

Four areas where AI-powered eDiscovery makes corporate counsel measurably more efficient.

The three decisions that define a responsible AI strategy: build versus buy, governance and compliance,

and vendor collaboration.

A practical framework for evaluating AI in eDiscovery, plus how Venio and its partner, eDiscovery AI,

address each requirement.
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The State of AI in Corporate Legal

AI adoption in legal is no longer a forecast. It is a measured trend, and the data shows a clear direction.

These figures come from a 2025 Association of Corporate Counsel survey of 657 in-house legal professionals across 30 countries.

The pattern is consistent everywhere: adoption is climbing fast, efficiency in drafting and legal research is the

headline benefit, and legal teams increasingly see AI as a way to bring high-value work in-house rather than

send it out. That last point reframes the entire conversation. AI is not only a productivity tool. It is changing

where legal work happens and who pays for it.

Legal owns more of the AI decision than ever

As legal departments adopt AI to become more self-sufficient, they are also becoming the buyer, the

governor, and the accountable party for it. The same ACC research found that a majority of in-house counsel

expect AI to let them depend less on law firms, and roughly six in ten are likely to push for changes in how

outside legal services are priced. The responsibility for getting AI right, on security, on defensibility, on value,

is landing squarely on the desks of in-house counsel.

Adoption is rising, but so is caution

Speed has not erased the hesitations. The concerns that gate AI in a legal department are familiar: keeping

confidential and privileged data secure, avoiding biased or unexplainable output, and being able to defend an

AI-assisted result if it is ever challenged. For corporate counsel in regulated industries, where data sensitivity

and scrutiny run highest, these are not abstract risks. They are the difference between a defensible process

and a costly one. This is why governance, covered later in this paper, matters as much as the technology itself.

The tension in one sentence

Corporate legal teams are expected to adopt AI quickly enough to control cost and keep pace, and carefully

enough that confidentiality, defensibility, and fairness are never in question.

AI Without Losing Control | 2026 Page 4 of 17

52%
of in-house counsel now use

GenAI, up from 23% a year earlier

91%
name efficiency as its

single biggest benefit

64%
expect to rely less on outside

counsel because of AI



Inside the Corporate Counsel's Day: The Real Pain
Points

Before evaluating any AI tool, it helps to be precise about the problems corporate counsels are actually trying

to solve. These are the pressures that shape the working day of an in-house legal leader, and they are exactly

where AI either earns its place or becomes another liability.

Who Corporate Counsel Are?

Corporate counsel are in-house legal experts who dedicate their time to a single employer. They manage

business risk, ensure regulatory compliance, and handle commercial transactions. Their mandate is to

protect the company's interests while balancing legal requirements against the business's growth objectives.

Every pain point below, and every efficiency gain in the next section, map back to that mandate.
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Data Volume that Grows Faster than the Team

Modern matters are no longer emails and PDFs. They span Slack and Teams threads, collaborative

documents, cloud archives, mobile devices, and chat platforms. Every new communication channel

multiplies the data that must be preserved, collected, and reviewed. The overwhelming majority of

collected data is never produced, yet teams still spend time and money processing it because they

cannot see what matters early enough.

Cost Pressure from Every Direction

Document review is the single largest line item in discovery, frequently cited as 70 to 80 percent of total

spend. At the same time, outside counsel rates continue to climb, with blended rates at large firms now

well into four figures per hour. Corporate legal departments are being asked to do more with less, to

demonstrate return on investment, and to justify every line of the budget.

Defensibility and the Cost of Getting it Wrong

For corporate counsel, the biggest risk is not a missing file. It is a missing audit trail, an overlooked

custodian, or a preservation gap that does not hold up in court. A late or inconsistent legal hold can lead

to spoliation and sanctions. Defensibility requires documented, repeatable processes: who accessed,

collected, searched, and produced data, and when.



The pattern across every pain point

Each problem shares a root cause: fragmentation and lack of visibility. Data is scattered, processes are

disconnected, and decisions happen too late. The remedy is not simply more AI. It is AI applied inside a

unified, defensible, and governed workflow.
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Tool Fragmentation and Vendor-Led Strategy

Many legal departments still run discovery across a patchwork of tools and vendors, with different

business units engaging outside counsel under no shared protocol. The results are familiar: redundant

processes, unpredictable spend, inconsistent quality, and no institutional memory. Each new matter

reinvents the wheel.

Privacy, PII, and Cross-Border Complexity

Many companies operate globally, and their data does too. Counsel must identify and protect personally

identifiable information, handle privilege correctly across jurisdictions, and move data between

countries on a clear legal basis. A single inadvertent disclosure of privileged or personal data can undo

months of careful work.

The AI Trust Gap

AI promises relief from all of the above, yet it introduces its own questions. Can the model be trusted

with privileged client data? Is client data used to train someone else's system? Can the output be

explained and defended? Is the process free from bias? The trust gap, not the technology gap, is what

slows adoption.



Four Areas Where AI Makes Corporate Counsel
More Efficient

Corporate counsels do not adopt technology for its own sake. They adopt it where it reduces risk, controls

cost, and protects the company. Modern eDiscovery software, and the AI built into it, delivers measurable

efficiency across four areas that sit squarely inside the corporate counsel mandate.

Dispute and Litigation Handling

Automating legal holds. Send and track preservation notices to custodians instantly, with a

defensible record of who was notified and when.

Culling data. Filter out thousands of redundant system emails and duplicates automatically, before

anyone pays to review them.

Keyword searching. Find crucial emails, chats, and files across the company in seconds.

Speeding up review. Use AI to group similar documents together so reviewers work in batches

rather than on one document at a time.

Secure production. Export evidence to opposing counsel with automatic, permanent redactions

that protect privileged and sensitive content.

Internal Investigations and Compliance

Regulatory audits. Gather responsive data quickly when a government or financial regulator comes

calling.

HR investigations. Review private communication channels during workplace misconduct or fraud

claims, carefully and discreetly.

Data mapping. Identify where sensitive company data is stored across cloud platforms, so nothing

is missed and nothing is over-collected.
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Contract Management

Legacy contract search. Scan thousands of older PDFs to surface specific hidden clauses,

obligations, or liabilities.

M&A due diligence. Bulk-review a target company's digital records during a merger, at a pace

manual review cannot match.

External Counsel Management

Lowering billable hours. Do the initial data sorting internally so outside law firms receive a cleaner,

smaller set and bill for less.

Hosting and processing cost control. Avoid the per-gigabyte processing fees that third-party

vendors charge to handle the same data.

The common thread

Across all four areas, the move is the same: bring the repeatable work in-house, let AI handle the volume, and

reserve outside counsel for genuine legal strategy. That is how corporate counsel turns eDiscovery from a

cost center into a point of control.

The platform sections that follow show how Venio and eDiscovery AI deliver each of these capabilities.
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Three Strategic Decisions for Adopting AI

Capturing those efficiency gains responsibly comes down to three decisions every corporate legal team now

has to make. Together they shape a responsible AI strategy.

Build Versus Buy

The first decision is whether to develop AI capability in-house or invest in a purpose-built platform. Building

offers control, but it demands engineering talent, security expertise, ongoing model maintenance, and a

tolerance for risk that few legal departments are resourced to carry.

Buying offers speed and a defensible, vendor-supported foundation, provided the vendor meets a high bar on

security and transparency.

For most corporate legal teams, the realistic answer is a hybrid, but the line isn't 'build versus buy.' It's about

what you own versus what you build from scratch.

Keep ownership of the process-driven, institutional-knowledge work in-house: legal hold, data mapping, and

early case assessment are where your defensibility and institutional memory live, so keep them on one

platform you control, rather than split across the disconnected tools a law firm hands you.

Buy the platform that lets you run them on one unified system with the specialized AI built in, rather than

engineering it yourself. The goal is rarely to build everything or outsource everything. It's to own the right

things and buy the platform that makes owning them defensible.

B U I L D  V E R S U S  B U Y :  QU E S T I O N S  T O  A S K  F I R S T

Security: Can we match an enterprise vendor's encryption, access controls, and audit

posture in-house?

Defensibility: Will our approach withstand a challenge from opposing counsel or a

regulator?

Total cost: Have we counted maintenance, model updates, and staffing, not just licensing?

Speed: How long until the in-house option is production-ready and trusted on real data?
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Governance and Compliance

The second decision is how to govern AI use. With legal and compliance now leading AI governance, the

burden of building a framework falls in-house.

A workable governance program defines where AI may and may not be used, requires human oversight of AI

decisions, documents how outputs are validated, and sets clear data handling rules.

It also demands transparency from vendors: clear AI principles, explainable results, and contractual

guarantees on how data is stored and used.

Governance is not a brake on innovation. It is what makes innovation defensible. The teams that move fastest

with AI are the ones that built the guardrails first, because they can adopt new capabilities without having to

relitigate trust every time.

Vendor Collaboration

The third decision is how to work with vendors. The strongest vendor relationships are partnerships, not

transactions. They deliver technology and strategic support, align with the legal team's objectives, integrate

cleanly with existing systems, and offer transparent, predictable pricing.

The wrong vendor relationship recreates the fragmentation problem: more tools, more handoffs, more

surprise costs. The right one consolidates the workflow and gives the corporate legal team back control.

Transparent pricing with no per-gigabyte

surprises when a matter scales.

Clean integration with the data sources and

systems counsel already uses.

Shared accountability for defensibility,

security, and outcomes, documented in

writing.

A single workflow rather than a chain of

disconnected point tools.
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How Venio Answers These Challenges

Venio Systems was built for the way corporate legal teams actually work: one platform that runs legal hold,

collection, processing, early case assessment, analytics, review, and production in a single database. Nothing

is exported, re-loaded, or lost between tools.

That unified design is the direct answer to the fragmentation that sits underneath nearly every corporate

counsel pain point.

One Platform, Not a Patchwork

Because every stage of the discovery lifecycle lives natively in one system, there are no plugin

marketplaces, no data handoffs, and no ecosystem fees. Counsel gains end-to-end visibility from first

notice to final production, with a consistent audit trail throughout. This is what makes a process

repeatable and defensible: the record of who did what, and when, is captured in one place by design

rather than reassembled after the fact.

Defensible AI that Keeps Humans in Control

Venio brings AI to the core of review while keeping attorneys in the decision seat. Technology-assisted

review and continuous active learning prioritize the documents most likely to matter, learning from

reviewer decisions in real time. Early case assessment lets teams analyze and cull large datasets before

full review begins, reducing volumes substantially so that effort and budget are spent only on what is

relevant. The point is not to replace legal judgment. It is to put the right documents in front of it sooner.

Legal Hold and Defensibility, Automated

Venio automates the issuance, tracking, and acknowledgment of legal holds, with custodian

notifications, escalations, and defensible audit trails. That replaces fragile, spreadsheet-based hold

processes with a documented and consistent workflow, which is exactly what stands up when a

preservation process is challenged. Native redaction, privilege tagging, Bates numbering, and

automated production logs carry that defensibility through to court-ready output.
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Security and Governance Built-in

Venio supports the controls a governance program requires: encryption, role-based access controls,

and immutable audit trails, with compliance support for standards such as GDPR and HIPAA. For the

most sensitive environments, it can be deployed in the cloud, on-premises, or fully air-gapped, so data

can stay entirely within an organization's own infrastructure when required. Counsel chooses the

deployment that fits their risk posture rather than accepting a single model.

Predictable Pricing that Controls the Budget

Venio offers flat-rate and subscription pricing with no per-gigabyte overages that spike when a matter

grows. Teams can process as much data as a matter requires without watching a meter, which turns one

of the least predictable parts of the legal budget into something counsel can actually forecast. It

connects to the sources legal teams already use, including Microsoft 365, Google Workspace, Slack,

Teams, Gmail, and Box, across matters spanning 20 or more countries.

Pain point to capability, at a glance

CORPORATE COUNSEL PAIN POINT HOW VENIO RESPONDS

Exploding data volume Unified processing at scale and early case assessment that culls relevant data

before review begins.

Review cost and budget risk AI-prioritized review plus flat-rate pricing with no per-gigabyte surprises.

Defensibility and spoliation risk Automated legal hold, full chain of custody, and audit trails in a single system.

Tool fragmentation One platform from legal hold to production, with no handoffs or plugin fees.

Privacy, PII, and cross-border Native redaction and privilege tagging, plus PII detection through eDiscovery AI.

The AI trust gap Defensible, human-in-control AI and a partner security model that never trains on

client data.
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The eDiscovery AI Advantage

Venio's generative AI review is powered through its partnership with eDiscovery AI, a data intelligence

company focused on AI-powered discovery and privacy. The partnership matters because it closes the trust

gap that holds many counsel back.

eDiscovery AI was built by people with deep legal industry experience, and its security model is designed for

exactly the concerns corporate counsel raise first. These are the answers that turn a hesitant pilot into a

production decision. When counsel can confirm that privileged data is never retained, never used to train

external systems, and purged on a short, defined cycle, generative AI moves from a liability question to a

controllable tool.

S E C U R I T Y  P O S T U R E

A security model built for the trust gap

Your data is never used to train any model.

No model learning, no data storage. Client data is purged from its systems within 24

hours.

Encrypted at every level, with third-party audits and enterprise-grade infrastructure on

Microsoft Azure.

Four Suites that Map to the Work

Early Case Intelligence. Case Insight delivers advanced intelligence during early case assessment, so

legal teams can understand a dataset and shape strategy before review begins. Understanding data early

is what drives the downstream cost savings.

Review. AI identifies and categorizes relevant documents and flags potentially privileged content,

reducing manual review effort while protecting against inadvertent disclosure.

Privacy. PII Detect and PII Extract automatically locate and surface personally identifiable information,

directly supporting privacy compliance and cross-border obligations.

Multimedia. Image and multimedia files can be reviewed using the same prompts as text, including image

comparison and filtering, making large image sets reviewable at a fraction of the usual cost.
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CaseBot: Conversational AI for Case Data

eDiscovery AI's CaseBot brings conversational AI to legal teams, letting them ask questions of their case data

directly. For corporate counsel, that means faster answers during early assessment and investigation, without

waiting on a full manual pass. Combined with Venio's analytics and dashboards, it shortens the distance

between raw data and an informed decision.

Why the Venio and eDiscovery AI pairing works

Venio provides the unified, defensible platform and deployment flexibility. eDiscovery AI provides generative

review and privacy intelligence with a security posture designed for privileged data. Together, they let

corporate counsel adopt AI where it delivers the most value: review, early assessment, and privacy, without

giving up control of the workflow or the data.
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A Practical Framework for Responsible AI Adoption

Use this checklist to evaluate any AI capability before bringing it into a legal workflow. It turns the three

decisions from Section 4 into concrete, answerable questions.

Governance and Compliance

AI use cases are explicitly defined, with clear boundaries on what AI may and may not decide.

Human oversight is required for AI-influenced decisions, and that review is documented.

Output validation and quality control are built into the workflow, not bolted on.

Data handling rules cover retention, access, and cross-border transfer.

Security and Data Protection

Client and privileged data is never used to train external models.

Data retention is short, defined, and contractually guaranteed.

Encryption, role-based access, and audit trails are in place at every level.

Deployment options align with your risk posture, including on-premises or air-gapped as needed.

Vendor and Platform Fit

Pricing is transparent and predictable, with no per-gigabyte surprises.

The platform integrates with your existing data sources and consolidates rather than fragments.

The vendor shares accountability for defensibility and outcomes in writing.

Defensibility is provable end-to-end, from legal hold through production.

The bottom line

AI is now a core part of how corporate legal work gets done, and the teams that benefit most are not the ones

that adopt the fastest. They are the ones who adopt a unified, governed, and defensible workflow. That is the

goal: innovation that does not cost you control.
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N E X T  S T E P

See it solved on your own data
S E E  I T  L I V E

Schedule a walkthrough of Venio's unified eDiscovery platform and its generative AI review

powered by eDiscovery AI. Bring a real matter and see how much data you can cull before

review even begins.

Request a demo
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https://www.veniosystems.com/demo
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