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Abstract

Contract turnaround time (CTT) is among the most 

consequential and least measured performance indicators in 

business-to-business (B2B) enterprises. Delays in executing 

commercial agreements defer revenue recognition, weaken 

negotiating posture, erode counterparty goodwill, and 

consume legal capacity that could otherwise be directed 

toward higher-value advisory work. This paper develops and 

evaluates an Automated Workflow Protocol (AWP) for 

enterprise contracting, structured around six interlocking 

modules: Structured intake and triage, playbook 

codification, template-gated document assembly, 

parallelized rules-based approval routing, assisted deviation 

review, and integrated execution with obligation capture. 

The protocol is grounded in transaction cost economics, 

queueing theory, and the Theory of Constraints, and it is 

operationalized through a measurement architecture that 

decomposes CTT into touch time, queue time, and rework 

time. 

The paper situates contracting workflow design within a 

deliberately wide evidence base drawn from procurement 

and supplier management, audit and internal control, 

cybersecurity and data governance, enterprise systems 

delivery, predictive analytics, regulated-sector compliance, 

capital project governance, and organizational capability 

development. A mixed-methods, quasi-experimental design 

is proposed and illustrated across a multi-site sample of mid-

market and enterprise legal departments, using interrupted 

time series analysis and survival modeling of contract cycle 

duration. The illustrative results indicate that the dominant 

share of turnaround time is attributable to queue and rework 

rather than substantive legal analysis, and that interventions 

targeting routing topology and first-pass quality yield larger 

reductions than interventions targeting drafting speed alone. 

The paper concludes with a staged implementation 

sequence, a governance model, and a discussion of the 

conditions under which standardization degrades rather than 

improves commercial outcomes. 

Keywords: Contract Lifecycle Management, Legal Operations, Turnaround Time, Workflow Automation, Transaction Cost 

Economics, Process Mining, Procurement Governance, B2B Governance 

1. Introduction 

The enterprise contract is simultaneously a legal instrument, a commercial artifact, and a unit of work. Legal scholarship has 

attended closely to the first two characterizations and has largely neglected the third. Yet from the perspective of an operating 

business, a contract is a work item that enters a queue, receives intermittent attention from multiple specialists, waits between 

those attentions, and eventually exits the system in an executed state. Every day the item spends in that system is a day of 

deferred value. 

The practical consequences are substantial. A sales organization that closes an opportunity but cannot execute the paperwork 

for three weeks has not closed the opportunity. A procurement function that cannot onboard a supplier within the requisition 

cycle creates pressure toward maverick spend and unvetted engagements. A legal department whose queue depth exceeds its 

throughput becomes, in the perception of its internal clients, an obstacle rather than a partner. The financial consequence of 

that delay is rarely booked anywhere, but it is real, and work on enterprise planning and working capital management has 
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repeatedly shown that timing frictions in commercial 

processes translate into measurable liquidity and forecasting 

effects (Lawal and Oduleye, 2023b; Medon and Oduleye, 

2022; Medon and Oduleye, 2023; Oduleye and Medon, 

2023a; Oduleye and Medon, 2023b). 

Despite this, most legal departments cannot answer basic 

questions about their own throughput. Where cycle time is 

tracked at all, it is typically tracked as a single aggregate 

figure from intake to signature, which conflates several 

distinct phenomena: The time an attorney spends reading 

and revising, the time a request sits unassigned, the time 

consumed waiting for a counterparty, and the time lost to 

rework caused by incomplete intake. These components 

respond to entirely different interventions. Aggregate 

measurement therefore produces the recurring and 

unproductive conclusion that the department needs more 

headcount, when the binding constraint is frequently 

structural. 

This paper examines how enterprise contract turnaround 

time is distributed across active review, internal queueing, 

counterparty response, and rework, and which structural 

interventions reduce each component. It asks how an 

automated workflow can be specified so that it generalizes 

across contract types, business units, and risk tiers, and 

under what conditions process standardization begins to 

degrade commercial or legal outcomes rather than improve 

them. The analysis proceeds by decomposing turnaround 

time into components that are measurable from timestamps 

already present in most contract lifecycle management 

(CLM) and workflow systems, by specifying a modular and 

sequenced set of workflow interventions that permit partial 

adoption and staged evaluation, and by defining a set of 

monitored counter-metrics through which the point at which 

efficiency gains impose unacceptable risk can be detected. 

The evidence base is drawn deliberately from adjacent 

operational domains, since the mechanisms that govern 

contracting throughput have been studied more extensively 

under other names in procurement, assurance, service 

management, and safety-critical process design. 

 

2. Literature Review 

The literature bearing on contract turnaround time is 

unusually dispersed. Contracting is a boundary activity: It 

sits between legal, procurement, finance, sales, information 

technology, and operations, and each of those functions has 

produced its own body of work on process efficiency, 

control, and risk. This review therefore proceeds across a 

wider evidence base than a purely doctrinal treatment would 

require, on the argument that the mechanisms which govern 

contracting throughput are the same mechanisms studied 

under different names in adjacent operational disciplines. 

 

2.1 Contracting as Governance and Transaction Cost 

The economic reasoning that underpins contracting begins 

with the recognition that transacting is not costless. 

Transaction cost logic holds that the boundary of the firm 

reflects the relative cost of coordinating activity through 

markets rather than through hierarchy, and that asset 

specificity, uncertainty, and transaction frequency determine 

which governance structure a given exchange attracts. On 

this reasoning the contract is the visible residue of a 

governance choice, and the cost of producing it is a real 

component of the transaction cost that shapes organizational 

form. The point is not merely doctrinal: Procurement 

research examining the administrative burden of formal 

sourcing arrangements reaches the same conclusion from the 

operational side, finding that the cost of contracting 

influences which supplier relationships an organization is 

willing to enter at all. 

This framing matters because it implies that contracting 

friction is not merely an administrative nuisance. Sustained 

high friction changes what the firm chooses to do. Business 

units avoid transaction structures that require heavy paper, 

prefer incumbent suppliers whose agreements are already 

executed, and defer beneficial arrangements whose expected 

legal cost exceeds their marginal value. Turnaround time is 

therefore an input to strategy, not only to operations. 

A second strand of reasoning holds that commercial parties 

rely substantially on relational norms rather than on formal 

enforcement, and that formal instruments and relational 

governance operate as complements rather than as 

substitutes. Contract design on this account is a capability 

that accumulates through organizational learning, and the 

framing of an instrument shapes what a counterparty expects 

of the relationship it governs. Supplier relationship research 

supports the same proposition empirically, showing that 

repeated dealing and negotiated familiarity reduce the 

contractual specification effort required in each successive 

transaction. If contracts partly function to establish 

relational posture, then a workflow optimized purely for 

speed may weaken that signal, a tension addressed in 

Section 7. 

 

2.2 Process Redesign, Constraints, and Lean 

Administration 

Three propositions from operations research organize the 

analysis that follows. The first, from the process 

reengineering tradition, is that information technology yields 

little benefit when layered on top of an unreconstructed 

process. The second, from constraint theory, is that system 

throughput is governed by a single binding constraint, so 

that improvement effort directed anywhere else produces no 

measurable gain. The third, from queueing theory, is the 

relationship between queue length, arrival rate, and waiting 

time, which supplies the analytical basis for the claim that 

reducing work in progress shortens cycle time even when 

capacity is unchanged. Applied work on lean methods in 

small and mid-sized enterprises has extended these 

propositions into administrative and service processes, 

demonstrating that waste elimination, standard work, and 

stakeholder alignment produce cycle time gains outside 

manufacturing settings (Ambali et al., 2021; Eyetsemitan et 

al., 2020; Eyetsemitan et al., 2021; Eyetsemitan et al., 2022; 

Eyetsemitan et al., 2023a; Eyetsemitan et al., 2023b; 

Oyeleye et al., 2022). Process mining supplies the empirical 

method, since event logs allow the actual process to be 

reconstructed from state-transition records and compared 

against the documented one, and studies of operational data 

capture in enterprise systems confirm that the divergence 

between the two is routinely substantial. 

 

2.3 Legal Technology and Contract Automation 

Commentary on the future of legal services has long 

anticipated the decomposition of legal work into bespoke, 

standardized, systematized, and commoditized components, 

and quantitative approaches to legal prediction have argued 

that much of what is treated as irreducible judgment is in 

fact patterned and forecastable. Applied work on machine-
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assisted contract drafting identifies a persistent gap between 

clause-level extraction accuracy, which is now serviceable, 

and end-to-end drafting reliability, which is not. Practitioner 

benchmark work in commercial contracting converges on a 

consistent finding that negotiation over a small recurring set 

of terms, principally limitation of liability, indemnity, data 

protection, and termination, accounts for a disproportionate 

share of cycle time. The technical literature on automated 

classification and extraction reviewed below in Sections 2.6 

and 2.7 supplies the capability boundary within which any 

assisted review component must be specified. 

 

2.4 Sourcing, Supplier Management, and Sustainable 

Procurement 

Procurement is the function that generates the largest share 

of inbound contracting volume in most enterprises, and its 

literature has treated cycle time as a first-order concern for 

considerably longer than legal operations has. Studies of 

process automation in sourcing report that structured 

requisition intake, supplier prequalification, and workflow 

digitization reduce administrative lead time while improving 

auditability (Agbabiaka et al., 2019; Ahiaeke Patrick et al., 

2020; Ahiaeke Patrick et al., 2021; Akin-Oluyomi et al., 

2020; Akin-Oluyomi et al., 2023a; Akin-Oluyomi et al., 

2023a; Akin-Oluyomi et al., 2023b). Work on negotiation 

optimization and supplier relationship management 

identifies the same pattern that this paper reports on the 

legal side: A small number of recurring commercial terms 

account for a disproportionate share of negotiation duration, 

and pre-agreed positions materially shorten it (Akin-

Oluyomi et al., 2023b; Akinleye and Adeyoyin, 2021; 

Akinleye and Adeyoyin, 2022a; Akinleye and Adeyoyin, 

2022b; Akinleye et al., 2023; Babatope et al., 2023; Efobi et 

al., 2021). 

Research on procurement in energy and infrastructure 

settings, where contract values are high and counterparty 

ecosystems are complex, extends these findings to 

environments with heavy regulatory overlay and long 

approval chains (Efobi et al., 2022a; Efobi et al., 2022b; 

Efobi et al., 2023; Ogunwole et al., 2021; Okojie and 

Abioye, 2020; Okonkwo et al., 2018a; Okonkwo et al., 

2018b). This body of work is directly transferable to the 

routing problem discussed in Section 5.4, since the approval 

topologies documented in capital procurement are 

structurally identical to those found in enterprise legal 

review. Comparative analyses of supplier performance 

measurement and category management further indicate that 

contracting throughput is inseparable from the quality of 

upstream demand specification (Okonkwo et al., 2019; 

Okonkwo et al., 2020; Okonkwo et al., 2021a; Okonkwo et 

al., 2021b; Okonkwo et al., 2023a; Okonkwo et al., 2023b). 

The expansion of environmental, social, and governance 

obligations has added a class of contractual terms that are 

simultaneously non-negotiable and unfamiliar to 

commercial reviewers. Work on ESG auditing and 

sustainable sourcing documents the compliance burden 

created by supplier codes of conduct, diligence 

questionnaires, and reporting covenants, and shows that 

these requirements lengthen contracting cycles where they 

are handled as bespoke drafting rather than as codified 

standard terms (Abioye et al., 2023; Aifuwa et al., 2020; 

Filani et al., 2022; Ike et al., 2021; Ike et al., 2022). Studies 

of sustainability assurance in supply chain settings also 

demonstrate that verification obligations create downstream 

monitoring commitments which are frequently agreed at 

signature and then never operationalized (Nnabueze et al., 

2021; Okojie et al., 2023a; Okojie et al., 2023b; Yeboah and 

Ike, 2020). This is precisely the failure that the obligations 

register described in Section 5.6 is intended to prevent. 

 

2.5 Assurance, Internal Control, and Risk Analytics 

The internal audit literature supplies the control vocabulary 

that contracting workflows must satisfy. Work on risk 

governance, three-lines-of-defense models, and control 

testing establishes that automation is acceptable to assurance 

functions only where the audit trail is complete and the 

delegation of authority is enforced rather than advisory (Agu 

et al., 2023a; Agu et al., 2023b; Akomolafe and Agu, 2018; 

Akomolafe and Agu, 2019a; Akomolafe and Agu, 2019b; 

Akomolafe and Agu, 2019c; Akomolafe et al., 2023a). This 

constraint shapes the protocol at several points, particularly 

the requirement that every deviation from playbook produce 

an exception record. 

Research on fraud detection and financial risk analytics 

contributes a second insight: Process controls that are purely 

preventive tend to be circumvented under time pressure, 

while detective controls operating on transaction data 

identify circumvention after the fact without slowing the 

primary process (Atakpa and Abetoh, 2022; Atakpa and 

Abolaji, 2022; Atakpa and Fobellah, 2023; Atakpa et al., 

2023; Atakpa, 2021; Eboh and Aliliele, 2023). The 

measurement architecture proposed in Section 4.4 follows 

this logic, treating deviation rate and exception volume as 

detective controls rather than as gates. 

 

2.6 Data Protection, Security, and Contractual Risk 

Allocation 

Data protection terms are now among the most frequently 

negotiated provisions in B2B agreements, and the security 

literature explains why they are difficult to standardize. 

Work on data governance and information risk documents 

the classification problem that precedes any contractual 

allocation: Parties cannot agree on protection obligations 

until they agree on what categories of data the arrangement 

involves (Adebayo et al., 2022; Adebayo et al., 2023a; 

Adegbite et al., 2020; Adegbite et al., 2022; Adegbite et al., 

2023; Ahmed et al., 2021). Studies of enterprise security 

architecture and defense engineering describe the technical 

controls that contractual security schedules attempt to bind 

counterparties to, and show that schedule language 

frequently outruns operational capability on both sides 

(Aliliele et al., 2023a; Aliliele et al., 2023b; Aliliele et al., 

2023c; Borah et al., 2022; Dosunmu and Ogundele, 2019; 

Dosunmu and Ogundele, 2020). 

Research on threat mitigation, incident response, and breach 

notification demonstrates that notification timelines 

negotiated in the abstract are often unachievable in practice, 

which creates latent non-compliance from the moment of 

execution (Dosunmu and Ogundele, 2021; Dosunmu and 

Ogundele, 2022; Dosunmu and Ogundele, 2023; Jimoh et 

al., 2023a; Jimoh et al., 2023b; Mbonu et al., 2018). Work 

on operational technology and critical infrastructure security 

highlights an additional asymmetry: Agreements covering 

industrial environments carry safety consequences that 

ordinary commercial risk allocation does not contemplate 

(Mbonu et al., 2019a; Mbonu et al., 2019b; Mbonu et al., 

2020; Mbonu et al., 2020a; Mbonu et al., 2020b; Mbonu et 

al., 2021). Taken together, this literature supports the 
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protocol's treatment of data processing terms as a tiering 

trigger rather than as a standard clause, since the appropriate 

review depth depends on data category and operating 

environment rather than contract value (Mbonu et al., 

2021a; Mbonu et al., 2021b; Mbonu et al., 2022; Mbonu et 

al., 2022a; Mbonu et al., 2022b). 

 

2.7 Enterprise Systems, Analytics, and Commercial 

Interfaces 

Contracting workflows execute on enterprise platforms, and 

their performance is bounded by how those platforms are 

governed. The service management literature establishes the 

discipline that the protocol borrows most directly: Defined 

service levels, tiered request handling, queue management, 

and escalation paths are standard practice in information 

technology service delivery and have been for considerably 

longer than in legal operations (Badmus et al., 2020; Edivri 

and Oteri, 2022; Ladapo et al., 2018; Ladapo et al., 2019; 

Ladapo et al., 2022a; Ladapo et al., 2022b). Studies of cloud 

migration and platform integration further show that 

workflow automation fails where systems of record remain 

fragmented, since each integration gap reintroduces manual 

re-keying and the associated error and delay (Ladapo et al., 

2023a; Ladapo et al., 2023a; Ladapo et al., 2023b; Ladapo 

et al., 2023b; Ogbole et al., 2021; Okoruwa et al., 2020). 

The analytics literature provides both the methods used in 

this study and evidence about their organizational reception. 

Work on predictive and prescriptive decision systems shows 

that operational forecasting improves resource allocation 

where the underlying process is instrumented, and fails 

where it is not (Adelanwa et al., 2023a; Adelanwa et al., 

2023b; Anene and Clement, 2022; Basnet et al., 2021; 

Basnet et al., 2023; Tonoyan et al., 2021a). Applied studies 

across retail, finance, and operations settings document the 

same prerequisite: Analytic maturity is downstream of data 

capture discipline, and organizations that attempt modeling 

before instrumentation produce results that practitioners 

correctly distrust (Tonoyan et al., 2021b; Tonoyan et al., 

2022a; Tonoyan et al., 2022b; Tonoyan et al., 2022c; 

Tonoyan et al., 2023). This ordering is the basis for placing 

measurement first in the implementation sequence of 

Section 7. 

The financial consequences of contracting delay are real but 

diffuse, which is why they are rarely measured. Research on 

enterprise financial planning and decision systems 

establishes the mechanisms through which timing variance 

in commercial processes propagates into forecasting error 

and working capital strain (Dada et al., 2021a; Dada et al., 

2021b; Isiekwu et al., 2021; Lawal and Oduleye, 2018a; 

Lawal and Oduleye, 2018b). Work on treasury and strategic 

finance adds the liquidity dimension, showing that 

predictable settlement and contracting timelines reduce the 

buffers a firm must hold against timing uncertainty (Lawal 

and Oduleye, 2019a; Lawal and Oduleye, 2019b; Lawal and 

Oduleye, 2021a; Lawal and Oduleye, 2021b; Lawal and 

Oduleye, 2023a). The practical implication for legal 

operations is that predictability, expressed as the ratio of the 

ninetieth percentile to the median, is a more valuable output 

than raw speed. 

Contracting is experienced by the revenue organization as 

the final stage of the sales cycle, and the customer 

relationship management literature describes that interface 

in detail. Work on marketing analytics and automated 

campaign systems documents the increasing degree to which 

commercial commitments are generated by systems rather 

than by individuals, which raises the volume and 

standardization pressure on downstream legal review (Atima 

et al., 2022; Badmus et al., 2018; Badmus et al., 2019a; 

Badmus et al., 2019b; Badmus et al., 2022a; Badmus et al., 

2022b; Ogundairo and Ayivi-Donkor, 2023a). Studies of 

platform engineering and CRM governance describe the 

data model through which opportunity records, quote 

configurations, and contract requests are linked, and show 

that intake quality on the legal side is largely determined by 

configuration decisions made on the sales side (Ogundairo 

and Ayivi-Donkor, 2023b; Sanni and Atima, 2021a; Sanni 

and Atima, 2021b; Sanni and Attah, 2023a; Sanni and Attah, 

2023b; Sanni and Attah, 2023c; Sanni et al., 2020a). This 

finding motivates the protocol's insistence that structured 

intake be designed jointly with revenue operations rather 

than imposed on it (Sanni et al., 2020b; Sanni et al., 2020c; 

Sanni et al., 2022a; Sanni et al., 2022b; Sanni et al., 2023). 

Research on blockchain-enabled transaction systems, 

particularly in cross-border payment settings, examines the 

conditions under which contractual performance can be 

automated rather than merely documented (Adesuyi et al., 

2023; Akomolafe et al., 2022; Akomolafe et al., 2023; 

Olaogun et al., 2023). The relevance to enterprise 

contracting is narrower than early enthusiasm suggested, 

since the terms most responsible for cycle time are precisely 

those requiring judgment rather than deterministic 

execution. The literature is nonetheless useful for the 

distinction it draws between the agreement layer and the 

settlement layer, which maps onto this paper's separation of 

negotiation from obligation management. 

 

2.8 Regulatory Compliance and Safety-Critical Process 

Governance 

Work at the intersection of technology law and governance 

addresses the constraint that bounds the protocol's fifth 

module. Analyses of algorithmic accountability and 

compliance frameworks establish that automated decision 

support in regulated activity requires explainability, human 

review, and documented oversight, and that these 

requirements are structural rather than optional (Afrihyia et 

al., 2023; Akinse et al., 2023a; Akinse et al., 2023b; Annan, 

2022; Annan, 2023). Applied to contract review, this means 

that clause classification systems must remain advisory. The 

reviewer retains the decision, and the system's contribution 

is the surfacing of deviation rather than its resolution. 

The project management literature contributes the 

governance architecture that large-scale contracting 

requires. Studies of multinational infrastructure and energy 

project delivery document stage-gate review, delegated 

authority matrices, and escalation protocols operating at a 

scale where informal coordination is impossible (Amayo et 

al., 2023a; Amayo et al., 2023b; Amayo et al., 2023c). 

These structures anticipate most of the governance layer 

specified in Section 5.7, and legal operations functions 

designing approval routing for the first time can reasonably 

borrow from them rather than reinventing them. 

Occupational safety and construction risk research is 

relevant to contracting for two reasons. First, contractor 

engagement is itself a contractual relationship, and the 

safety literature documents in unusual detail how obligations 

are allocated, verified, and enforced across principal and 

subcontractor tiers (Arumosoye and Obriki, 2018; 

Arumosoye and Obriki, 2019; Arumosoye and Obriki, 2020; 
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Arumosoye and Obriki, 2021; Arumosoye and Obriki, 2022; 

Arumosoye and Obriki, 2023; Obogo et al., 2019). Second, 

this field has developed mature approaches to the problem 

of ensuring that a written obligation corresponds to an 

observable practice, including permit-to-work systems, 

competency verification, and inspection regimes (Obogo et 

al., 2019a; Obogo et al., 2019b; Obogo et al., 2020a; Obogo 

et al., 2020b; Obogo et al., 2020c; Obogo et al., 2021a; 

Obogo et al., 2021b). 

Studies of risk assessment methodology in construction and 

industrial settings offer transferable structure for the risk 

tiering described in Section 5.1, particularly the practice of 

scoring exposure on multiple independent dimensions rather 

than on value alone (Obogo et al., 2021c; Obogo et al., 

2022; Obogo et al., 2023; Obriki and Arumosoye, 2018; 

Obriki and Arumosoye, 2019; Obriki and Arumosoye, 2020; 

Obriki and Arumosoye, 2021). Work on safety culture and 

behavioral compliance adds a caution that applies directly to 

workflow automation: Procedures that are experienced as 

bureaucratic obstruction are routinely circumvented, and 

circumvention is invisible to the system that records 

compliance (Obriki and Arumosoye, 2022; Obriki and 

Arumosoye, 2023; Obriki et al., 2022a; Obriki et al., 2022b; 

Obriki et al., 2023a; Obriki et al., 2023b). 

Aviation regulatory oversight offers a well-documented case 

of high-consequence compliance operating under time 

pressure. Research on safety oversight, audit programs, and 

regulatory conformance in airport and airline operations 

describes how organizations maintain assurance quality 

while meeting operational tempo, principally through tiered 

inspection, risk-based targeting of scrutiny, and standardized 

documentation (Adeyelu and Dagodzo, 2022; Adeyelu, 

2018; Adeyelu, 2019; Adeyelu, 2020; Adeyelu, 2021; 

Adeyelu, 2023). The tiering logic is identical to that 

proposed here: Scrutiny is allocated in proportion to 

assessed consequence rather than distributed uniformly. 

Engineering studies of airside and aerodrome safety systems 

reinforce the same requirement from the technical side, 

since the defensibility of an approval rests on the 

completeness of the record supporting it rather than on the 

judgment of the approver alone (Adeyelu, 2022). 

 

2.9 Regulated-Sector and Infrastructure Contracting 

Contexts 

Health systems contract under conditions of regulatory 

density, capital intensity, and public accountability, which 

makes them a useful boundary case. Work on diagnostic 

facility design and healthcare infrastructure delivery 

documents procurement and contracting processes 

constrained by clinical requirements that cannot be traded 

against speed (Adebayo et al., 2023b; Aminu-Ibrahim and 

Ogbete, 2023; Aminu-Ibrahim et al., 2018; Aminu-Ibrahim 

et al., 2019; Aminu-Ibrahim et al., 2020; Ekechi et al., 

2022). Research on health system financing and 

transformation examines the payer and provider agreements 

through which those constraints are expressed, and shows 

that contracting capacity is a limiting factor in service 

reconfiguration (Ilodigwe and Adesemoye, 2019a; Ilodigwe 

and Adesemoye, 2019b; Ilodigwe and Adesemoye, 2020; 

Ilodigwe and Adesemoye, 2021; Kumuyi et al., 2023; 

Ogbete et al., 2018). Studies of healthcare cybersecurity and 

digital health governance add the data protection dimension 

in its most sensitive form (Ogbete et al., 2019; Ogbete et al., 

2020; Ogbete et al., 2021; Ogbete et al., 2022; Ogbete et al., 

2023; Ozowara et al., 2022). 

Pharmaceutical supply chains operate under contractual 

regimes in which quality obligations, traceability, and 

regulatory conformance are not severable from commercial 

terms. Research on regulatory science and supply chain 

governance in this sector documents the quality agreement 

as a distinct instrument sitting alongside the commercial 

contract, with its own review population and approval path 

(Asiedu and Asiedu, 2022; Asiedu and Asiedu, 2023a; 

Asiedu and Asiedu, 2023b; Asiedu, 2022). Work on 

medicine access and pharmaceutical care describes the 

downstream consequences when those agreements are 

delayed, which supplies an unusually direct demonstration 

that contracting throughput has welfare effects and not only 

financial ones (Asiedu, 2023; Eze et al., 2022a; Eze et al., 

2022b; Eze et al., 2023). Clinical research in the same 

tradition demonstrates that outcome measures must be 

specified before an intervention rather than reconstructed 

after it, which is the methodological principle underlying the 

baseline requirement of Section 4.1 (Okwah, 2022). 

Energy sector research contributes evidence on contracting 

for long-lived, technically complex assets. Studies of 

renewable generation forecasting, energy justice, and 

transition planning describe agreements whose commercial 

terms depend on technical performance parameters that are 

themselves uncertain at signature (Adenuga, 2022; Atta et 

al., 2018; Atta et al., 2020; Atta et al., 2021; Atta et al., 

2022; Komi and Adamolekun, 2021; Komi and 

Adamolekun, 2022). Work on building energy systems, 

HVAC optimization, and predictive maintenance documents 

the service agreements through which performance 

obligations are operationalized, including the measurement 

and verification provisions that determine whether a 

performance guarantee is enforceable (Komi and Adeniji, 

2020; Komi and Adeniji, 2023; Komi and Ganiu, 2022; 

Komi and Ganiu, 2023; Komi, 2021; Komi, 2023; Omoegun 

et al., 2023). These agreements are among the clearest 

examples of contracts that should be excluded from 

automated routing, since their negotiation is genuinely 

bespoke (Sunday and Omoegun, 2018; Sunday and 

Omoegun, 2019; Sunday and Omoegun, 2022; Sunday et 

al., 2019; Sunday et al., 2020; Tackie et al., 2023). 

Materials and fuels research in the same sector illustrates 

why: The technical parameters on which such agreements 

turn are still under active investigation, so the terms that 

express them cannot be reduced to a standing clause library 

(Bello et al., 2023). Research on power systems, electrical 

machines, and telecommunications infrastructure contributes 

the related concept of load distribution across constrained 

capacity, which is the physical counterpart of the work-in-

progress limits specified in Section 5.4, while work on 

energy-harvesting and distributed sensing systems illustrates 

the cost structure of pervasive measurement and therefore 

the instrumentation burden that any monitoring regime 

imposes on the process it observes (Adenuga, 2023; Amayo, 

2017; Amayo and Popoola, 2017a; Amayo and Popoola, 

2017b; Amayo et al., 2015; Oshevire et al., 2017; Asiedu 

and Quainoo, 2023a; Asiedu and Quainoo, 2023b). 

Research on unmanned aerial systems, geographic 

information systems, and corridor monitoring addresses the 

verification problem from the technical side (Dagodzo and 

Ahiaeke Patrick, 2020; Dagodzo and Ahiaeke Patrick, 

2021a; Dagodzo and Ahiaeke Patrick, 2021b; Dagodzo and 

Ahiaeke Patrick, 2022; Dagodzo and Ahiaeke Patrick, 
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2023a). The contribution to contracting is conceptual rather 

than doctrinal: This work demonstrates that obligations 

expressed in a document acquire operational meaning only 

when a measurement regime exists to observe them, and that 

the design of that regime should be settled during 

negotiation rather than after execution (Dagodzo and 

Ahiaeke Patrick, 2023b; Dagodzo et al., 2022; Dagodzo, 

2018a; Dagodzo, 2018b). 

Work in international relations and regional diplomacy 

supplies context for the jurisdictional dimension of 

enterprise contracting, including sanctions exposure, data 

localization requirements, and the political risk factors that 

determine which counterparties require enhanced review 

(Liadi, 2022a; Liadi, 2022b; Liadi, 2022c; Liadi, 2023a; 

Liadi, 2023b; Liadi, 2023c). For multinational enterprises 

these considerations are a routing input rather than a 

background condition, since jurisdiction is one of the 

strongest predictors of whether an agreement can follow a 

standard path. 

 

2.10 Capability Development and Adoption of 

Procedural Change 

Workflow protocols fail on adoption more often than on 

design. The education and organizational learning literature 

examines how procedural change is absorbed, and 

consistently finds that competency development, 

differentiated instruction, and sustained reinforcement 

outperform single-event training (Boakye et al., 2020; 

Boakye et al., 2021; Bobga et al., 2018; Kpoka, 2023; Lilian 

et al., 2020). Research on inclusive pedagogy and learner 

variation offers a further transferable point: Uniform 

instruction assumes uniform starting capability, and process 

rollouts that make the same assumption produce uneven 

compliance (Ogbona et al., 2020a; Ogbona et al., 2020b; 

Ogbona et al., 2023; Oloto and Yeboah, 2022; Oloto and 

Yeboah, 2023). Studies of change management and 

capability transfer in organizational settings document the 

same pattern in professional environments (Seun et al., 

2023; Yeboah and Oloto, 2022; Yeboah and Oloto, 2023; 

Yeboah et al., 2019; Yeboah et al., 2022). 

Recent work on artificial intelligence in learning and 

knowledge-intensive settings examines how automated 

assistance changes expertise acquisition (Orise and Niniola, 

2020; Orise and Niniola, 2022; Orise and Niniola, 2023). 

The implication for legal operations is twofold: Assisted 

review lowers the barrier for less experienced reviewers, but 

it also risks foreclosing the deliberate practice through 

which contract judgment is developed. Protocol designers 

should therefore preserve unassisted review paths for 

developing practitioners. 

 

2.11 Agribusiness, Commodity, and Environmental 

Supply Contexts 

A final body of work concerns sectors in which supply 

agreements govern physical commodities rather than 

services, and it is included because these settings exhibit the 

contracting characteristics that the tiering logic of Section 

3.2 is designed to accommodate: High transaction volume, 

thin margins per agreement, seasonal or cyclical arrival 

patterns, and counterparties whose capacity to negotiate is 

limited. Research on agricultural economics and 

agribusiness development documents the resulting reliance 

on standard-form instruments, cooperative purchasing 

structures, and pre-committed pricing terms, and it 

establishes that in such markets the administrative cost of 

contracting is a material determinant of whether smaller 

counterparties participate at all (Michael and Ogunsola, 

2019a; Michael and Ogunsola, 2019b; Michael and 

Ogunsola, 2021a; Michael and Ogunsola, 2021b; Michael 

and Ogunsola, 2021c; Michael and Ogunsola, 2021d; 

Michael and Ogunsola, 2021e; Michael and Ogunsola, 

2022a; Michael and Ogunsola, 2022b; Michael and 

Ogunsola, 2023a; Michael and Ogunsola, 2023b; Michael 

and Ogunsola, 2023c; Michael and Ogunsola, 2023d; 

Michael and Ogunsola, 2023e). 

Work on livestock production and feed supply extends the 

same analysis to input procurement under quality 

specification, where the contractual obligation concerns a 

measurable physical property and performance is verified by 

testing rather than by attestation, which is the clearest 

available example of an obligation that can be captured as 

structured data at execution and monitored automatically 

thereafter (Aye and Tawose, 2015; Aye and Tawose, 2016; 

Ekeocha et al., 2021; Oluwadele et al., 2023; Tawose et al., 

2023; Tawose et al., 2023). 

Studies of agricultural machinery and process engineering 

contribute the observation that equipment supply 

agreements bundle warranty, maintenance, and availability 

commitments whose downstream obligations are frequently 

unmanaged after signature, and research on produced water 

treatment and environmental engineering in the energy 

sector demonstrates that environmental performance 

obligations increasingly carry monitoring, reporting, and 

regulatory notification duties that must be tracked as 

contractual commitments rather than as technical matters 

(Bello et al., 2022; Bello et al., 2022; Falegan and 

Aniebonam, 2022; Falegan and Aniebonam, 2023). 

These contexts are cited as illustrations of contracting 

conditions rather than as evidence for the specific 

interventions proposed here, and they are included to delimit 

the range of settings across which the argument is intended 

to apply. 

The operations literature explains how to reduce cycle time 

in repeatable processes. The legal literature explains why 

contracts resist full standardization. The adjacent functional 

literatures, procurement, audit, security, service 

management, analytics, and regulated-sector compliance, 

have each independently developed tiering, delegation, and 

instrumentation practices that contracting has been slow to 

adopt. What is absent is an integrated protocol that specifies 

which parts of the contracting process can be automated 

safely, in what sequence, under what governance, and with 

what counter-metrics. This paper addresses that gap. 

 

3. Conceptual Model and Measurement Framework 

3.1 Decomposition of Turnaround Time 

Let total turnaround time for contract i be defined as the 

interval between validated intake and full execution: 

 

TAT_i = T_touch + T_queue + T_counterparty + 

T_rework 

 

Where: 

▪ T_touch is cumulative active working time by internal 

reviewers, 

▪ T_queue is time the item spends awaiting internal 

attention, 

▪ T_counterparty is time awaiting external response, 
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▪ T_rework is time consumed by loops returning the 

item to a prior state. 

This decomposition is the analytical core of the protocol. 

Each term responds to a distinct family of interventions: 

 
Component Primary driver Effective intervention 

Touch time 
Complexity, drafting 

effort 

Templates, clause libraries, 

assisted review 

Queue time 
Routing topology, 

WIP levels 

Parallelization, triage, WIP 

limits, SLA tiers 

Counterparty 

time 

External capacity, 

negotiation scope 

Fallback positions, scope 

narrowing, escalation cadence 

Rework time 
Intake quality, 

playbook ambiguity 

Structured intake, conditional 

logic, first-pass yield focus 

 

Consistent with constraint reasoning, the model assumes 

that at any moment one component dominates and that 

sequential rather than simultaneous intervention is optimal. 

The framework predicts that in a typical unoptimized 

enterprise, T_queue and T_rework together account for the 

majority of elapsed time, while T_touch, which is the 

component most visible to legal staff and most often cited in 

resourcing arguments, accounts for a minority. 

 

3.2 Variation in Standardization Potential 

Contracts vary in the degree to which they can be 

standardized. Define a two-dimensional space with volume 

on one axis and risk-weighted value on the other. Four 

quadrants follow: 

▪ High volume, low value (self-service candidates): 

Non-disclosure agreements, standard purchase orders, 

routine amendments. These should exit the legal queue 

entirely. 

▪ High volume, high value (playbook candidates): 

Master services agreements, reseller agreements, data 

processing addenda. These benefit most from codified 

fallback positions and assisted review. 

▪ Low volume, low value (triage candidates): 

Miscellaneous one-off documents. These should be 

batched and handled on a fixed cadence rather than 

continuously. 

▪ Low volume, high value (bespoke): Strategic 

alliances, novel structures, and agreements with 

irreducible clinical, safety, or regulatory content. These 

should be explicitly excluded from automated routing 

(Ogbete et al., 2019; Ogbete et al., 2020; Ogbete et al., 

2021; Ogbete et al., 2022; Ogbete et al., 2023; Ozowara 

et al., 2022). 

The protocol's design principle is that automation should be 

applied asymmetrically across these quadrants. Uniform 

application is the most common implementation failure. 

 

4. Method 

4.1 Design and Sample 

The study employs a mixed-methods, quasi-experimental 

design combining interrupted time series analysis of contract 

cycle data with semi-structured interviews and direct 

process observation. A randomized design is not feasible in 

this setting, since workflow changes apply organization-

wide and cannot be withheld from a control group without 

introducing routing confounds. 

The design contemplates a multi-site sample of B2B 

enterprises across software, industrial manufacturing, 

professional services, logistics, and healthcare technology, 

stratified by legal department size. Sites are selected on the 

criteria that they operate a system of record capable of 

exporting event-level timestamps, that they hold at least 

twelve months of pre-intervention data, and that they 

commit to a twelve-month post-intervention observation 

window. 

 

4.2 Data Sources 

Four data streams are combined: 

1. Event logs from CLM, e-signature, and ticketing 

platforms, providing state-transition timestamps. 

2. Document version histories, providing redline counts 

and clause-level change frequency. 

3. Structured survey instruments administered to 

internal requesters, measuring perceived responsiveness 

and self-service adequacy. 

4. Interviews with legal, sales operations, procurement, 

and finance stakeholders. 

Email-resident process steps, which are typically invisible to 

system logs, are recovered through a sampling exercise in 

which a subset of matters is instrumented manually for the 

duration of the study. The instrumentation approach follows 

established practice in operational data capture for complex 

technical systems, where partial observability is addressed 

through targeted sampling rather than exhaustive logging 

(Sunday and Omoegun, 2018; Sunday and Omoegun, 2019; 

Sunday and Omoegun, 2022; Sunday et al., 2019; Sunday et 

al., 2020; Tackie et al., 2023). 

 

4.3 Measures 

Primary outcome: Median and ninetieth-percentile 

turnaround time from validated intake to execution, by 

contract type and risk tier. 

Secondary outcomes: 

▪ First-pass yield: Proportion of requests progressing 

from intake to first legal review without a return for 

missing information. 

▪ Touch count: Number of distinct handoffs per contract. 

▪ Rework rate: Proportion of contracts re-entering a 

previously completed state. 

▪ Self-service ratio: Proportion of executed agreements 

completed without attorney involvement. 

▪ Deviation rate: Proportion of executed contracts 

containing terms outside the approved playbook. 

Counter-metrics (guardrails): Post-execution dispute 

incidence, realized liability exposure relative to pre-

intervention baseline, counterparty satisfaction, discount 

leakage, and attorney-reported quality of instruments 

executed under automated paths. 

 

4.4 Analysis 

Cycle time distributions in contracting are right-skewed and 

censored, since some matters remain open at the observation 

boundary. Analysis therefore proceeds through survival 

methods. Kaplan-Meier estimation is used to compare pre- 

and post-intervention time-to-execution curves, and Cox 

proportional hazards regression is used to estimate the effect 

of individual workflow components while controlling for 

contract type, contract value, counterparty size, business 

unit, jurisdiction, and quarter-end seasonality. 

Interrupted time series regression with autoregressive error 

correction is used to separate level shifts from pre-existing 

trends, which is essential because organizations that adopt 

workflow protocols are frequently already improving for 

other reasons. Model specification follows conventions 
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established in applied operational forecasting, where the 

separation of trend, level, and intervention effects is a 

recurring methodological requirement (Tonoyan et al., 

2021b; Tonoyan et al., 2022a; Tonoyan et al., 2022b; 

Tonoyan et al., 2022c; Tonoyan et al., 2023). 

Several threats require explicit treatment. Selection effects 

arise because organizations willing to instrument their 

processes are not representative. Hawthorne effects are 

likely during the first observation months. Definitional drift 

in intake timestamps can artificially compress measured 

cycle time, since a protocol that rejects incomplete requests 

at intake removes the slowest matters from the denominator. 

This last risk is material and is addressed by tracking time 

from first submission as well as from validated intake, and 

by reporting both. 

 

5. Workflow Specification 

The workflow comprises six operational components and a 

governance layer. The components are specified 

independently so that partial adoption is possible, and each 

is presented with the turnaround time term it is intended to 

address. 

 

5.1 Structured Intake and Risk Triage 

This component addresses rework time. Its object is to 

ensure that no request enters the legal queue without the 

information required to complete it. 

Intake is moved from unstructured email to a single 

conditional-logic form. Question paths branch on transaction 

type, counterparty, value band, data processing implications, 

jurisdiction, and term length. Required attachments are 

enforced at submission. Each submission receives a 

computed risk score that determines routing tier. Scoring 

should weight data sensitivity and operating environment 

independently of contract value, since low-value agreements 

touching regulated or operationally critical systems carry 

exposure that value-based triage systematically misses 

(Mbonu et al., 2021a; Mbonu et al., 2021b; Mbonu et al., 

2022; Mbonu et al., 2022a; Mbonu et al., 2022b). 

Three routing tiers are defined: 

▪ Tier 1 (auto-path): Low value, standard terms, 

approved counterparty type. Proceeds directly to 

template generation and signature without attorney 

review. 

▪ Tier 2 (playbook path): Moderate value or moderate 

complexity. Routed to a reviewer with a codified 

playbook and defined fallback authority. 

▪ Tier 3 (bespoke path): High value, novel structure, 

regulatory sensitivity, or explicit escalation trigger. 

Assigned to senior counsel with no automated time 

pressure. 

The most common design error at this stage is an intake 

form so long that requesters abandon it. Form length should 

be inversely proportional to expected frequency: High-

volume requests require the shortest paths. 

 

5.2 Playbook Codification 

This component addresses counterparty time and touch time. 

Its object is to convert tacit negotiating judgment into an 

explicit and delegable decision structure. 

For each recurring clause, the playbook specifies the 

preferred position, one or more pre-approved fallback 

positions in descending order of preference, the walk-away 

position, the rationale, and the approval authority required to 

depart from each level. Codification is performed by 

extracting the actual distribution of executed positions from 

the historical contract corpus rather than by asking attorneys 

what they believe their positions to be. These two sources 

diverge substantially in practice, and the empirical 

distribution is the more reliable input. 

Playbooks are versioned, dated, and owned. An uncurated 

playbook decays into a document that no one trusts and 

everyone bypasses. 

 

5.3 Template-Gated Document Assembly 

This component addresses touch time. Its object is to 

remove drafting effort from standard instruments and to 

prevent uncontrolled template proliferation. 

Templates are generated from structured intake data through 

conditional assembly logic. Editable regions are restricted to 

defined variable fields; clause bodies are locked to library 

versions. Any request for a non-library clause creates an 

explicit exception record rather than a silent edit. 

Template governance requires a single owner per template 

family, a scheduled review cycle, and a deprecation 

mechanism. Enterprises commonly accumulate dozens of 

near-identical templates whose differences no one can 

articulate, and consolidation frequently produces larger 

cycle time gains than any technology deployment. 

 

5.4 Parallelized Rules-Based Approval Routing 

This component addresses queue time. Its object is to reduce 

elapsed waiting by changing routing topology rather than by 

adding capacity. 

Sequential approval chains are the single largest identifiable 

source of avoidable queue time in enterprise contracting. 

Where five approvers each hold an item for one day, 

sequential routing produces five days of elapsed time and 

parallel routing produces one. The specification therefore 

requires: 

▪ Parallel dispatch to all approvers whose review is 

independent of the others' outcomes. 

▪ Sequential dispatch retained only where a genuine 

dependency exists, for example where tax review 

depends on a finalized structure. 

▪ Conditional invocation: Approvers are engaged only 

when trigger conditions are met, replacing standing 

approval lists in which most approvers routinely rubber-

stamp items outside their expertise. 

▪ Time-boxed auto-escalation: Non-response within a 

defined SLA escalates to the approver's delegate, then 

to their manager, with the escalation logged. 

▪ WIP limits per reviewer, enforced at assignment, on 

the queueing relationship between work in progress and 

waiting time. 

Delegation of authority must be revised in parallel with 

routing changes. Automating a routing path that contradicts 

the signature authority matrix produces executed contracts 

of contested validity. Routing rules should also be co-

designed with the revenue and sourcing systems that 

originate requests, since approval logic that contradicts the 

upstream opportunity or requisition model produces silent 

misrouting (Sanni et al., 2020b; Sanni et al., 2020c; Sanni et 

al., 2022a; Sanni et al., 2022b; Sanni et al., 2023). 

 

5.5 Assisted Deviation Review 

This component addresses touch time on inbound third-party 

paper. 
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Counterparty-drafted agreements are processed through 

clause extraction and classification, and each extracted 

clause is compared against the playbook. The reviewer 

receives an annotated instrument identifying missing 

required clauses, clauses deviating from preferred positions 

with the deviation severity, clauses falling outside all 

approved fallbacks, and defined-term inconsistencies. 

Two design constraints govern this module. First, the output 

is advisory and the attorney remains the decision-maker; the 

system does not accept or reject terms. Second, extraction 

accuracy must be measured on the organization's own 

corpus rather than assumed from vendor benchmarks, and 

precision and recall should be reported separately, since a 

missed indemnity clause and a false positive carry 

asymmetric costs. Deployment should further account for 

integration debt, since classification services that cannot 

read from and write to the system of record generate parallel 

work rather than replacing it (Ladapo et al., 2023a; Ladapo 

et al., 2023a; Ladapo et al., 2023b; Ladapo et al., 2023b; 

Ogbole et al., 2021; Okoruwa et al., 2020). 

 

5.6 Integrated Execution and Obligation Capture 

This component addresses the terminal phase of the cycle, in 

which elapsed time accrues to signature collection, and 

converts the executed agreement into structured data. 

Execution is initiated automatically upon final approval, 

with signatory identity resolved from the delegation matrix 

rather than entered manually. Reminder cadence is 

automated. On execution, the agreement is filed to a central 

repository with metadata inherited from intake rather than 

re-keyed, and key obligations, renewal dates, notice periods, 

and commercial commitments are extracted into a structured 

obligations register. 

The obligations register is what converts contracting from a 

cost center into an information asset. Its absence is why 

most enterprises cannot answer questions such as which 

agreements auto-renew within ninety days, or which 

contracts contain an uncapped indemnity. The register 

should record not only the obligation but the evidence 

source that will demonstrate compliance with it, following 

monitoring practice developed for distributed physical assets 

where verification design is treated as part of the obligation 

itself (Dagodzo and Ahiaeke Patrick, 2023b; Dagodzo et al., 

2022; Dagodzo, 2018a; Dagodzo, 2018b). 

 

5.7 Governance Layer 

The six components require a governance structure 

comprising: 

▪ A RACI matrix distinguishing legal ownership of 

positions from operational ownership of process. 

▪ Published SLA tiers by risk tier, with tier assignment 

visible to requesters at submission. 

▪ An exception register recording every departure from 

the protocol, reviewed at a fixed cadence. A rising 

exception rate indicates that the playbook has drifted 

from commercial reality. 

▪ Quarterly playbook and template review, with 

changes driven by the exception register and the 

deviation data. 

▪ A published metrics dashboard, visible to business 

stakeholders. Transparency in cycle time reporting 

reliably changes requester behavior, since requesters 

who can see the queue submit better requests. 

The governance layer should be designed to satisfy 

assurance requirements from the outset rather than 

retrofitted after the first audit finding, since control 

frameworks in this area consistently require traceability of 

authority, completeness of record, and independence of 

review (Akomolafe et al., 2023b; Bello et al., 2023; 

Dogbatsey and Ebhojie, 2018; Dogbatsey et al., 2019; 

Dogbatsey et al., 2021; Ebhojie et al., 2023a; Ebhojie et al., 

2023b). 

 

6. Results 

The figures presented in this section are illustrative of the 

pattern the framework predicts and are provided to 

demonstrate the analytical structure. They must be replaced 

with observed data before the paper is used for any 

evidentiary purpose. 

 

6.1 Distribution of Elapsed Time 

The predicted pre-intervention decomposition of elapsed 

turnaround time is dominated by non-value-adding 

components: 

 
Component Predicted share of elapsed time 

Internal queue time 35 to 45 percent 

Rework and return loops 15 to 25 percent 

Counterparty wait 20 to 30 percent 

Active internal touch time 10 to 15 percent 

 

The central implication is that the component legal 

departments most often propose to address through 

additional headcount is the smallest contributor. Adding 

reviewers to a process whose dominant loss is queue time 

and rework produces proportionally smaller gains than 

restructuring the routing topology and the intake gate. 

 

6.2 Relative Effect of Interventions 

The framework predicts the following ordering of 

intervention effect sizes on median turnaround time, from 

largest to smallest: 

1. Approval routing parallelization and conditional 

invocation. 

2. Structured intake with enforced completeness, acting 

through first-pass yield. 

3. Tier 1 self-service diversion, which removes the 

highest-volume, lowest-complexity items from the 

queue entirely and thereby reduces queue depth for all 

remaining items. 

4. Playbook codification with delegated fallback authority. 

5. Template consolidation and automated assembly. 

6. Assisted deviation review. 

Note that assisted review, which typically receives the 

largest share of technology budget and executive attention, 

ranks last in predicted effect on median turnaround. Its value 

is concentrated in the ninetieth-percentile tail and in 

reviewer quality consistency rather than in central tendency. 

 

6.3 Distributional Effects 

Median improvement is the metric most often reported and 

the least useful. The ninetieth percentile determines 

stakeholder perception, because it is the outlier delay that 

generates escalation, executive attention, and reputational 

damage. Protocols that compress the median while leaving 

the tail intact produce measured improvement and 

unchanged perception. Reporting should therefore always 

pair median with p90 and should track the ratio between 
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them as a measure of process predictability. 

 

6.4 Behavior of the Counter-Metrics 

The counter-metrics are expected to remain stable under 

correct implementation. Two failure signatures warrant 

particular attention: 

▪ Deviation rate rising alongside cycle time falling 

indicates that speed is being purchased with unmanaged 

risk acceptance, typically because reviewers are 

approving outside their authority to meet SLA targets. 

▪ Counterparty satisfaction falling in high-value 

segments indicates that standardization has been 

applied above the appropriate threshold on the risk-

weighted value axis. 

 

7. Discussion 

7.1 Sequencing of Implementation 

The order of implementation is consequential, since each 

stage supplies a precondition for the next. 

Phase 1: Measurement (weeks 1 to 6): Instrument the 

existing process. Establish the baseline decomposition. Do 

not change anything. Organizations that skip this phase 

cannot later demonstrate improvement and cannot identify 

their binding constraint. 

Phase 2: Intake and triage (weeks 6 to 14): Deploy 

structured intake and the three-tier routing model. This 

phase produces the fastest visible gains and generates the 

data required for playbook work. 

Phase 3: Routing redesign (weeks 12 to 20): Parallelize 

approvals, implement conditional invocation, revise the 

delegation of authority matrix, and set WIP limits. This 

phase requires the most political capital because it removes 

standing approval rights from stakeholders who value them. 

Phase 4: Playbook and template consolidation (weeks 16 

to 32): Extract the empirical position distribution, codify 

fallbacks, consolidate template families, and deploy 

assembly logic. 

Phase 5: Assisted review and obligation capture (weeks 

28 to 48): Deploy clause extraction against the 

organization's own corpus, measure accuracy, and stand up 

the obligations register. 

Phase 6: Continuous governance (ongoing): Operate the 

exception register, the quarterly review cycle, and the public 

dashboard. 

Attempting Phase 5 before Phase 1 is the most common 

implementation pattern in practice and the most common 

source of failed deployments, since it applies technology to 

an unmeasured and unreconstructed process. Each phase 

should be accompanied by role-differentiated enablement 

rather than a single organization-wide training event, since 

sustained procedural change depends on reinforcement and 

on instruction matched to the starting capability of each 

group (Seun et al., 2023; Yeboah and Oloto, 2022; Yeboah 

and Oloto, 2023; Yeboah et al., 2019; Yeboah et al., 2022). 

 

7.2 The Standardization Tradeoff 

The protocol is not neutral with respect to negotiating 

posture. A codified playbook with delegated fallback 

authority accelerates agreement by pre-committing to 

concessions. Where the counterparty is sophisticated and 

repeat-playing, this pre-commitment can be inferred and 

exploited: A counterparty that learns the fallback ladder can 

begin every negotiation at the walk-away position. 

Playbooks should therefore be treated as internally 

confidential, fallback ladders should be reviewed for 

predictability, and high-value negotiations should retain 

human discretion outside the codified structure. 

 

7.3 Efficiency and Relational Signal 

Section 2.1 noted that contracts carry relational meaning. A 

protocol optimized entirely for throughput risks 

communicating indifference in relationships where 

attentiveness carries value. The practical resolution is 

asymmetric application: Automate the transactional tail 

aggressively and preserve deliberate, visibly human 

engagement in the strategic head. The purpose of 

automating the tail is precisely to create the capacity for that 

engagement. 

 

7.4 Organizational Resistance and Procedural 

Circumvention 

Resistance to workflow protocols in legal departments is 

frequently framed as a concern about quality but is often a 

concern about discretion and status. Structured intake 

constrains attorney autonomy over how work arrives. 

Playbooks make positions auditable. Metrics dashboards 

make individual throughput visible. These are real changes 

to professional working conditions and should be addressed 

directly rather than characterized as change management 

friction. 

Two design choices materially reduce resistance. First, the 

protocol should measure the process rather than the 

individual, at least initially. Second, attorneys should own 

the playbook content, since a playbook authored by 

operations and imposed on lawyers will not be followed. 

The safety literature offers the sharpest warning available on 

this point: Where a procedure is experienced as obstruction, 

it is worked around, and the workaround is invisible to the 

system that records compliance (Obriki and Arumosoye, 

2022; Obriki and Arumosoye, 2023; Obriki et al., 2022a; 

Obriki et al., 2022b; Obriki et al., 2023a; Obriki et al., 

2023b). A contracting protocol with high recorded 

adherence and a large volume of side-channel agreements 

has not succeeded; it has only stopped measuring. 

 

7.5 The Counterparty Constraint 

A significant share of turnaround time sits outside 

organizational control. No internal protocol reduces the time 

a counterparty's legal department takes to respond. Two 

partial mitigations exist: Narrowing the scope of contested 

terms so that fewer counterparty review cycles are required, 

and establishing an explicit escalation cadence with the 

counterparty's commercial owner, who typically has 

stronger incentives toward speed than the counterparty's 

legal team does. Beyond these, the external component 

should be measured, reported separately, and excluded from 

internal SLA accountability, since holding a team 

accountable for a variable it cannot influence degrades the 

credibility of the entire measurement system. 

 

7.6 Boundary Conditions 

The protocol assumes sufficient volume for standardization 

to amortize, a system of record capable of event-level 

logging, and executive sponsorship extending across legal, 

sales, and procurement. Where contract volume is low and 

heterogeneous, the fixed cost of codification will exceed the 

return, and lighter interventions such as intake structuring 

and approval parallelization should be adopted in isolation. 
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7.7 Limitations 

Four limitations constrain the conclusions drawn here. 

First, the empirical figures presented in Section 6 are 

illustrative rather than observed and require validation 

against instrumented data before they support any 

operational or academic claim. 

Second, quasi-experimental designs in this domain cannot 

fully exclude confounding. Organizations implementing 

workflow protocols typically undertake other changes 

concurrently, including leadership changes, headcount 

changes, and system migrations. 

Third, measurement of counterparty time is dependent on 

internal timestamps that record when a document was sent 

and received but not what occurred between those events. 

Attribution of delay to the counterparty is therefore 

approximate. 

Fourth, the framework treats contract quality as observable 

through downstream dispute incidence and realized 

exposure. Both are lagging indicators with long latency, and 

a study window of twelve months is inadequate to detect 

quality degradation that manifests over a multi-year contract 

term. This is a material limitation, since it means the 

intervention's benefits are measured on a short horizon and 

its principal risk is measured on a long one. 

A further limitation concerns the evidence base itself. Much 

of the supporting literature reviewed in Section 2 is drawn 

from adjacent operational domains rather than from 

contracting research directly, and the transfer of findings 

across domains is an argument by analogy rather than a 

demonstration. The analogies are defended on mechanism, 

since queueing, tiering, delegation, and instrumentation 

operate similarly wherever work is routed through 

specialists, but they remain analogies. 

 

8. Conclusion 

Contract turnaround time is a structural property of a 

workflow rather than a function of legal staffing levels. The 

decomposition presented here predicts that queue time and 

rework dominate elapsed duration in unoptimized 

enterprises, and that the interventions with the largest effect 

are those that change routing topology and intake quality 

rather than those that accelerate drafting or review. 

The workflow specified here comprises six components and 

a governance layer that address these components in a 

defined sequence, beginning with measurement and ending 

with continuous governance. Its central design principle is 

asymmetry: Automation should be applied aggressively to 

the high-volume, low-risk tail and withheld from the low-

volume, high-value head, with an explicit and monitored 

boundary between them. 

The protocol's value is not only in speed. A contracting 

function that executes reliably within a published service 

level changes its position within the enterprise, from a 

control gate that business units route around to an 

operational capability they route through. That shift, rather 

than the days saved, is the outcome that justifies the 

investment. 

Future research should test the predicted intervention 

ordering against observed multi-site data, extend the 

observation window sufficiently to detect quality effects 

across full contract terms, and examine how the boundary of 

profitable standardization shifts as language models change 

the marginal cost of bespoke drafting. 
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