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Combined digital publishing footprint and 
unique legal newswire service provides unique 
and powerful coverage of legal industry do-
mestically and internationally    

The Hague, Netherlands, New York, NY (HPC 
Legal WIRE) – September 5  

2017 HIGH PERFORMANCE COUNSEL ME-
DIA GROUP (HPC), HPC Legal WIRE and LE-
GAL BUSINESS WORLD|iGROWTHLEGAL 
MEDIA GROUP today announced a global 
publishing partnership covering the legal in-
dustry domestically and internationally. High-
lights of the partnership include extended and 
enhanced opportunities for content sharing, 
client advertising, thought-leadership, and 
adoption of the HPC Legal WIRE as the indus-
try standard for legal newswire releases.   

HIGH PERFORMANCE COUNSEL™ is a 
leading digital trade publication featuring the 
individuals, organizations and solutions creat-
ing the framework of the next decade in law 
and legal services delivery. Delivering high 
quality thought-leadership and commentary, it 
is published online and via eMagazine for-
mats. It has seen a significant uptick in inter-

est in both the technical and leadership issues 
raised by this sector evolution and keen read-
ership support in the thought-leadership for-
mats used to cover it. The #BakersDozen and 
#FearlessLaw interview series have proven 
very popular – bringing forward the leadership 
experience and perspective of senior figures 
in the sector. Introduced in 2017, the HPC Le-
gal WIRE™ is uniquely positioned as the legal 
industry’s newswire – packaged and priced to 
be simple, convenient and affordable for all 
industry participants.   

LEGAL BUSINESS WORLD™ is the first 
open international platform on the Business of 
Law and the Legal Profession, with exposure 
in 32 countries and over 56.000 readers. 
LegalBusinessWorld (LBW) is developed by 
the iGROWHTLEGAL MEDIA GROUP. By 
sharing knowledge and information on the 
Business of Law LBW is a growth enabler for 
professional and business success. With the 
corresponding eMagazines ‘LBW Business of 
Law’ and ‘LBW Global Practice’ LBW offers 
transparency in a changing market and in-
forms legal professionals on the latest meth-
ods, techniques and solutions to grow their 
business and shares opinions of Thought
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LegalBusinessWorld and High 
Performance Counsel Media 
Group, HPC Legal WIRE   
Announce Global Publishing Partnership



Leaders in the Legal Market. Despite that In-
formation on the Business of Law is not 
bound by borders - in contrast to in-depth le-
gal information based on the state of law- 
there is still a need for domestic/local Busi-
ness Information. By developing domestic 
spin-offs and/or partnerships with strong 
‘domestic’ players, LEGAL BUSINESS 
WORLD is able to grow the business in local 
markets and share highly valued knowledge 
and information to drive changes in the local 
and international legal marketplace.   


In coming together in a publishing partner-
ship, the management teams recognized a 
timely opportunity to create a uniquely helpful, 
cross-industry, international platform for 
thought-leadership and marketing in the legal 
space.  

The digital focus of the organizations and the 
human interest generated by the content 
lends itself to powerful distribution opportuni-
ties. In addition, the relationship solidifies the 
position of HPC Legal WIRE as being the in-
dustry standard for legal news releases.

   

David Kinnear, Founder & CEO of HIGH 
PERFORMANCE COUNSEL MEDIA GROUP 
notes: “We’re delighted by this collaboration, 
which creates an un-equaled publishing op-
portunity. We are positioned as the leading 
source of thought-leadership and industry 

guidance in the modern legal industry. The 
legal sector is changing – and the pace of 
change is accelerating. Together, we are ide-
ally positioned to help organizations navigate 
this change and support client communica-
tion goals.  


Joek Peters, Founder & CEO of Legal Busi-
ness World and the iGrowthLegal Media 
Group: “We’re very proud to team up with an 
innovative company as HPC. By joining forces 
we’re able to expand the business and build 
an even better stronghold in the US and In-
ternational Legal Market. Another great asset 
of this partnership is the European rollout of 
the powerful tool ‘HPC Legal WIRE’. The tool 
has a high added business value because it 
really helps clients to improve their communi-
cation to their target groups.”     


Contact information: 

HIGH PERFORMANCE COUNSEL MEDIA 
GROUP, New York, USA – Email: info@high-
performancecounsel.com | Tel: +1 (917) 
463-4591. iGROWTHLEGAL MEDIA GROUP | 
LEGALBUSINESSWORLD, The Hague, The 
Netherlands Email: info@igrowthlegal.com 


Learn more at: https://www.highperformance-
counsel.com and www.iGrowthLegal.com or-
www.LegalBusinessWorld.com
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1 Year ago we started a free eMag on the Business of Law 
and the Legal Profession. A Year later we would like to 
thank our almost 60.000 readers from all over the world 
for taking time to read the outstanding contributions 
from Thought Leaders, Specialists and others who have a 
passion to support change and growth in the legal mar-
ket! 

Thanks again and we will certainly go on with sharing 
high valued information and reducing thresholds be-
tween states, countries, regions, and continents because 
we strongly believe that the Business of Law is not bound 
by boundaries. As the global legal market is changing and 
professionals from different countries are faced with sim-
ilar business challenges, why not share your insights and 
learn from each other. In the end, the professionals who 
dare to share and learn from others will have the highest 
probability to be successful as they more easily cope with 
the increasing dynamics of a changing legal market. 

We are looking forward to yet another great Legalbusi-
nessWorld year! 

Joek Peters, CEO iGrowthLegal|LegalBusinessWorld
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The Power of What 
Your Client’s Say 
By Patrick J. McKenna  
  

It’s hard to deny: clients today are particularly skeptical. So, one diffi-
cult challenge each of us as professionals face, is coming up with a 
convincing response to one critical question (whether it is articulated or 
just being thought about): “As a prospective client, tell me please, why 
should I choose you (your firm or your practice group); what makes you 
distinctive and what added-value do you bring to my business matters 
… that I cannot get anywhere else?” (and please do notice those last 
six words)
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Now you might be able to answer that ques-
tion with a bold assertion, and making a bold 
claim may be important to get your audience's 
attention.  
However, supporting that claim is even more 
critical if you want to convert attention into 
action. To support any assertion, actual proof 
speaks the loudest. So, when you say some-
thing about yourself, it's bragging. When other 
people say it about you, it's providing proof. 
That is the essence of any testimonial. One of 
the ways to prove that you have something 
meaningful to offer clients and evidence that 
you are better than your competition, is to 
produce a few forceful and persuasive testi-
monials.   

A testimonial is usually a written communica-
tion from a client that talks about what is spe-
cial about you, your practice group and/or 
your firm. Preferably a testimonial should de-
scribe the work undertaken, highlighting the 
success achieved, and include a comment that 
the client is happy to recommend you.  
The power of a testimonial or of someone en-
dorsing your service can be the key that un-
locks the doors of the subconscious mind. It is 
tangible evidence that allows you to showcase 
the specific ways you are meaningfully differ-
entiated and distinctive from competitors.   

Testimonials can be used to say things about 
your firm and your services that you could 
never say yourself; but most importantly they 
should build trust.  

Build trust   
When a prospective client reads a testimonial 
about how you and your firm are a leader in 
their particular industry niche or always go the 
extra mile to provide exceptional service, the 

commentary is more likely to be seen as objec-
tive feedback, and oftentimes viewed as more 
trustworthy.   

Do you think that your current client testimo-
nials resonate with prospects and give them 
the confidence to trust you?   

Evidence success   
Clients want to work with those professionals 
and firms who have a track-record for produc-
ing results — “Smart & Smarter guided us 
through all of the pitfalls involved in outsourc-
ing our manufacturing operations and helped 
us save over $7 million in operating costs in 
the first year.”   

Ask yourself; do any of your current client tes-
timonials make you want to do business with 
your firm?   

Provide credibility   
Your potential clients, especially the Fortune 
500, want reassurance that you have served 
companies of their stature, or in their indus-
try, or with their particular problem and there-
fore understand their mission-critical issues.  

Third-party objective endorsements are usual-
ly much more believable and credible than any 
paid advertising.  So how much does your firm 
spend on paid advertising each year and what 
are your plans for obtaining compelling client 
testimonials?   

So, How Do You Get Great Testimoni-
als?   
Perhaps not surprisingly, the answer is the 
same as it is for referrals; first you have to en-
sure that you have earned them! client’s ex-
pectations, which means that you need to 
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invest the time to ensure that you clearly un-
derstand those expectations. If partners can't 
personally demonstrate an understanding of 
the basics such as yield management, price 
segmentation, waterfall pricing, price elastici-
ty, deal effect, price anchoring and the like 
then perhaps it's worth investing the time and 
effort to get to grips with these.   

Keep your promises Clients expect a lot 
and they expect it when they need it. You need 
to be the professional who delivers everything 
you promised and more; on time or sooner.   

Be proactively remarkable When you 
stand out from other professionals you will be 
talked about. Being remarkable means going 
the extra mile and making service the fore-
front of your offering not an add-on. Help your 
clients learn and grow. Don’t just solve their 
current problem, help them anticipate and 
avoid future problems.   

Provide enormous benefit Help your 
client save money, time or anything else of 
value to them. Help them increase or improve 
efficiency, throughput, or control. That is how 
a benefit is described. Benefits help people 
save, reduce, control and decrease costs or ex-
penses. Benefits help people increase, im-
prove, enhance or gain money, efficiency or 
time.   

Get business for them While not always 
possible, this is the most valuable thing you 
can do to secure loyal relationships and testi-
monials. Figure out a way introduce your 
client to important contacts, find them net-
working opportunities, or find some way to 
being the conduit to helping them get new 
business.  Now, once feeling like you truly 

have earned the testimonial, you may still have 
to ask for them. Before you ask, I would be 
willing to bet that you are already getting 
spontaneous testimonials.  

I am always impressed to see firms make a big 
deal out of identifying certain testimonials as 
“unsolicited.”    

• Unsolicited testimonials 
Unsolicited testimonials are those that arrive 
via email, ordinary mail, seminar feedback 
forms, or simply from random conversations, 
without any effort on your part. Think back to 
the last time someone sent an e-mail to thank 
you for some recommendation that you pro-
vided, commented on the intellectual bril-
liance of your latest article, or perhaps com-
mended you for responding to their question 
so quickly and thoroughly. These are testimo-
nials in the making.  

If you were to simply respond -the same day- 
thanking them for their generous comments, 
and ask permission to use what they wrote, 
you have an unsolicited testimonial.    
Have you ever been a speaker, perhaps on a 
panel, when someone in the audience later ap-
proached and commented to you about how 
much they enjoyed your insightful presenta-
tion? When someone says something you like, 
let him or her know you’re flattered, and that 
what they have said would be perfect for a tes-
timonial.    
Ask them if it would be okay for you to write 
up what they said, and send it to them for ap-
proval in the morning. And you know the old 
adage: strike while the iron is hot. Waiting 
more than a couple of days after an incident 
occurs, significantly lowers your chances of 
taking advantage of this opportunity. 
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• Solicited testimonials  
Solicited testimonials are those you conscious-
ly pursue. You might start by listing ten clients 
you consider your most important, high pro-
file, or influential. In order to possess a testi-
monial that is powerfully persuasive and be-
comes part of your market positioning, you 
should try to get a testimonial from a recog-
nized / influential commentator or expert on 
how you have helped address and solved a 
problem that is a representative of the prob-
lems experienced by your targeted client 
group. A persuasive testimonial will help you 
to tell your story and show that you know 
something about a specific problem, issue, 
market, or business.   

If you want great testimonials, you have to ask 
for them. Most often, your clients being smart 
business people understand the nature of your 
request. Call them, tell them what you need, 
treat them to breakfast or lunch; and also give 
some thought to what you can provide them of 
value (an idea or lead) at the same time, to 
help earn your testimonial.  

That said, generally you won't experience dif-
ficulty in obtaining a testimonial, as you will 
only be asking those clients who are delirious-
ly happy with your work. If you feel in any way 
awkward about asking any client for this favor, 
it should be a clear signal that your relation-
ship with them may not be the best.  

You might want to consider inserting a clause 
in your retainer agreement, that makes obtain-
ing a testimonial, a standard part of doing 
business with your firm: "After completing 
this transaction and obtaining your financing 
(our firm) would like to feature our work to-
gether in a testimonial." A clause like that can 
set an expectation, at the very beginning of a 

specific matter, that a testimonial will be fur-
nished right after the project is completed.  
In some situations it pays to help people write 
your testimonial. Perhaps they’re extremely 
busy, perhaps a bit uncomfortable about how 
to actually write a testimonial, or sensitive to 
not wanting to disappoint you. In these cases, 
you might offer to write the testimonial for 
them. Simply interview them about their expe-
rience with your firm; write up your notes – 
including all the main points they made, and 
use as much of their actual terminology as 
possible. Write two different versions to allow 
them to choose which they prefer.  
After you’ve drafted the two testimonials, in-
clude another section titled “I Can Do Better 
Than That” and leave some blank space for 
your client to write an original statement. If 
they do make any changes, it inevitably ends 
up being much better than what you originally 
wrote.   

What Should Your Testimonial Say?  
Take a moment and look at any of the written 
testimonials you currently have -perhaps those 
on your LinkedIn page. Ask yourself objective-
ly if they would prompt you to pick up the 
phone. Or do they merely communicate the 
same old trite message: "These are wonderful 
folks to work with and I have been doing busi-
ness with them for years." That sounds nice 
but doesn't have any compelling power. To be 
truly powerful and convincing, your testimo-
nials need to articulate as many of these at-
tributes as possible:   

• defines a benefit                    
“Helping our company license our intellectual 
property allowed us to expand our market 
reach, develop three important strategic al-
liances, and improve our profitability by 64 
percent last year.”
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"Up until last summer we 
used the ABC firm for all 
of our tax work, but hav-
ing now switched to your 
firm we find that we get 
far more proactive tax 
counsel and believe that 
every company in our in-
dustry would benefit 
from similar advice.”  iGL 
International Inc.

Example Testimonial
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• focuses on the specifics of the professional.  
“Jennifer Ward was not only responsive to re-
turning every call within the hour, but she 
managed to get her team of attorneys to work 
non-stop, through an entire weekend to close 
our deal within the tight time-frames it re-
quired.”   

• is phrased in a way that removes a risk or 
neutralizes a fear.  

“I was extremely concerned that our company 
would be vulnerable to significant punitive 
damages, but with your expert guidance we 
were able to take effective preventative 
action.”   

• overcomes a prospect’s potential objection. 
"Initially, I thought your firm’s fee quote was 
rather steep, but now in retrospect I have 
come to realize they what would have been ex-
tremely expensive, is if we had retained a firm 
who had only limited experience with these 
kinds of financing deals and wasted our pre-
cious time with us helping them learn the 
ropes.  
Your firm definitely provided us with the best 
value."   

• has an "act now" impact.  
"Up until last summer we used the ABC firm 
for all of our tax work, but having now 
switched to your firm we find that we get far 
more proactive tax counsel and believe that 
every company in our industry would benefit 
from similar advice.”   

• reinforces your claim.  
"The extra effort put forward by members of 
your client team has resulted in our legal de-
partment being far more knowledgeable and 
able to draft the required privacy protocols for 

our various business units.”   
Which of these testimonials engages you? 
“Wow, was I surprised. When we first contem-
plated the complexities of our first share issue, 
I never thought I could get my securities ques-
tions answered so quickly.” or “We got our se-
curities questions answered quickly.”    

Wouldn’t you agree that the first testimonial, 
because of the underlying emotion in it, actu-
ally draws the reader in more? Don’t lose the 
‘flavor’ or the emotion of your endorser.  

Very often, some intense feelings or the slight-
ly quirky phrases that someone uses in writing 
the testimonial are the very words that will 
make a special connection with the reader.  

Don’t be tempted to edit them out. Keep the 
testimonial in the writer’s own words.  Always 
include a name at the bottom.  

ONLY, when a testimonial has a name at-
tached to it, is it believable. And, if it is not 
fabulous, don’t use it. It’s better to have no tes-
timonials at all, than to use weak or unbeliev-
able testimonials. Only use testimonials that 
truly support your practice objectives.   

Strategic Variations  
Endorsement Letters – This is a variation on 
the testimonial, known as an endorsement let-
ter, that deserves special mention. In this 
process, Firm A (the host and let’s say this is 
an accounting firm) agrees to let your firm 
(the beneficiary) deliver a promotional mes-
sage to Firm A’s clients. You might even write 
the endorsement letter introducing and rec-
ommending your services to their clients. Firm 
A simply approves your writing and “signs” 
the letter.
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your services to their clients. Firm A simply 
approves your writing and “signs” the letter. 
This is a very powerful and cost effective tech-
nique as the cost of sending an offer to each of 
Firm A’s clients is minimal. The beauty of this 
technique is that the clients of Firm A are 
more susceptible to hear from you since Firm 
A, which they already know and trust, is im-
plicitly recommending you.    

To make this work, you need to look for firms 
that target the same type of client you seek 
and are not competing directly with you. 
Think about the various aspects of your prac-
tice and the firms that you could approach to 
start a profitable relationship with.   

Launching A New Practice Area – If you’re 
launching a new practice or dramatically 
changing the focus of your existing practice, 
you might think about using testimonials to 
support your new endeavor. Perhaps to help  

launch your new practice you’ve done some 
substantive research and decided to present a 
workshop or seminar to existing and prospec-
tive clients.  

You can often get pre-event testimonials by 
forwarding your seminar notes or outline to 
business contacts or colleagues for review. Tap 
your network, ask your friends, look to your 
past clients. With a bit of persistence – you 
should be able to get several credible testimo-
nials well in advance of presenting your semi-
nar.   Now use those testimonials to give cred-
ibility to your actual seminar offering and 
build trust in your presentation expertise. At 
the seminar itself, ensure that participants are 
allowed to provide written commentary at the 
end, especially to identify what they liked 
about your seminar content (what was the 
most valuable to them). Now use the seminar 
testimonials to evidence your knowledge and 
expertise as it impacts the new practice area.

-Advertisement | Click on the Banners for more Info-

Check it out 
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Using Your Testimonials  
Before you purchased your last business book, 
did you flip to the back cover to read what oth-
er people had to say about it? As an author I 
learned from some of my more experienced 
brethren that one good way to promote your 
newest work was to get well-respected peers to 
write favorable advanced praise and then in-
clude that commentary all over the front and 
back covers of the book jacket. When you ad-
mire the person who provided the quote, it 
adds instant credibility to the book.   

While testimonials must be used in the proper 
manner, don’t limit your creativity. You can 
include them among your materials for use in 
RFP proposal presentations; in client newslet-
ters; post them on your website, on different 
pages and in borders so they remain in view; 
and you might even include a testimonial in 
your e-mail signature (ideal to rotate them).  
One firm I know put together a fabulous pro-
motional brochure comprised completely of 
only client testimonials. They recognized 
that. . . It is what others say about you that re-
ally counts! Most often, we use testimonials to 
get in the door.  
Obviously, if that is the only way to initiate 
contact with the prospect, do it. But the real 
power of a testimonial is in the proof it offers 
when the potential client is ready to decide.  
Testimonials should be used at the end of the 
selling process to dispel any doubt, eliminate 
risk, substantiate value and pave the way to 
your engagement proceeding.   

Finally, in an effort to practice what I preach, 
if you care to visit my website: www.patrickm-
ckenna.com you will find that I have over 100 
testimonials scattered throughout the site, the  
vast majority of which … were unsolicited!  

About the Author  
Patrick J. McKenna is an internationally rec-
ognized author, lecturer, strategist and sea-
soned advisor to the leaders of premier law 
firms; having had the honor of working with at 
least one of the largest firms in over a dozen 
different countries.    
He is the author of eight books most notably 
his international business best seller, First 
Among Equals, currently in its sixth printing 
and translated into nine languages.     
His most recent work, The Changing of the 
Guard, Second Edition (Ark Group, 2017), 
provides in-depth guidance on the leadership 
selection process in professional firms.  
Patrick’s three decades of experience led to his 
being the subject of a Harvard Law School 
Case Study entitled: Innovations In Legal Con-
sulting and he is the recipient of an honorary 
fellowship from Leaders Excellence of Harvard 
Square.   
Read more from Patrick J. McKenna: Go to 
the Thought Leader section at the website or 
click here.  Patrick may be reached at: 
patrick@patrickmckenna.com.
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Tech, Diversity and 
Law: Things Have 
Changed, but More 
Change is on the 
Horizon  
By Monica Zent, entrepreneur, investor, Founder 
& CEO of Foxwordy, and ZentLaw

When I was a teen girl growing up in Silicon Val-
ley, I was always the only female in program-
ming classes, whether those taken during my 
summers or while in school. These classes left 
me with an awkward, uncomfortable feeling of 
knowing I belonged there, intellectually, proven 
out by my scoring the top grade in the classes 
every time, but, culturally, being treated as 
though I didn’t belong. If you talk to other 
women in tech, this is a common experience.

IC
T/

So
ftw

ar
e

G
en

er
al

 � • eMagazine • www.legalbusinessworld.nl 18



Tech, as we know, is a profession that skews 
male. Only about a quarter of U.S. computing 
and tech jobs are held by women and that fig-
ure has fallen slightly over the past 15 years. 
The issue of gender equality in tech has re-
cently become more top of mind after Uber 
commissioned an internal report that men-
tioned numerous instances of sexual harass-
ment at the company.    

But tech isn’t the only industry with a gender 
equality problem. My industry, law, is also rife 
with gender equality issues. The 2017 Law360 
Glass Ceiling Report found that women still 
only make up about 35% of the attorneys in 
the law firms it surveyed.    

In my experience, women in law are swim-
ming against the tide and being tech-savvy 
goes against the grain in the legal profession. 
While the legal industry has improved in 
terms of gender equality and in its embrace of 
technology, there is no correlation between the 
two although they’ve evolved at the same time.   

It took a long time for law to warm to 
tech.  
Some professions naturally incorporate tech-
nology into their operations. Law isn’t one of 
them. When I first started in law over 20 years 
ago, I remember teaching people who had al-
ready been practicing attorneys how to use the 
Internet and how to use e-mail. Back then, 
having created a domain name startup at the 
time, I recall trying to explain to people why it 
was important and valuable to have a .com 
web site address and having a hard time get-
ting them to understand.    

The reasons why law has lagged in tech adop-
tion are many and include tradition, a fear of 
being hacked and the fact that most lawyers 
are right-brained individuals for whom tech, 
like math, is a nettlesome subject that they’d 
rather avoid. Big law firms are also tied to a 
billable hours system that incents them to 
avoid the type of efficiencies that tech brings 
to other industries.    

I’ve seen a lot of change in the last five years in 
this industry in part because tech has now be-
come such a part of the fabric of our everyday 
lives that no industry can ignore it any longer. 
Yet, the legal industry is pretty far behind. I 
still hear conversations about “whether to join 
social media” or “whether to adopt the cloud” 
and I can’t believe people are still talking 
about this in 2017.    

Women’s gains in law have also taken 
time.  
The status of women in the legal profession 
has increased over the past couple of decades 
as well. As with acceptance of technology, it 
has taken the industry a while to appreciate 
the need for diversity in law.    

Sometimes the two work together: There are 
more women leading legal tech companies, 
although we remain a minority. Increasing the 
number of women-led tech companies, includ-
ing those involving legal tech, helps to foster 
more innovation and more women in leader-
ship roles. Overall though, we are seeing a few 
women running some of the most prestigious 
biglaw firms in the U.S., something that would 
have been unthinkable a decade ago.
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A study by the National Association of Women 
Lawyers found that there were more female 
equity partners, non-equity partners and 
counsel attorneys in 2016 than in 2006. We 
are also seeing more women in the role of 
Chief Legal Officer for publicly traded compa-
nies although the numbers still remain very 
low.   

The future of law: More women and 
more tech. 
Looking ahead over the next few years, the 
biggest changes in law are likely to be on the 
tech front. For one thing, all of the legal work 
that doesn’t need to be executed by lawyers 
could be done by machines. AI and chatbots 
can replace some things that lawyers do as 
well and in other areas augment what they do.  

Both options can provide real value to clients. 
This technology layer will also democratize 
law so that people in underserved communi-
ties will have better access to justice and the 
help they need. In other words, there will a 
degree of DIY in law that doesn’t exist now 
that will help clients do a lot on their own, but 
be able to find the right lawyer if need be.   

This will be a boon to society because current-
ly a lot of people in this country need lawyers 
but can’t afford one. While bots may not re-
place lawyers any time soon, they’ll certainly 
help take on grunt work and let lawyers focus 
on the more challenging and creative parts of 
the job.   

AI will also foster some experimentation in 
law. We’ll see some alternative law firm mod-
els and more managed services and legal 

process outsourcing. Over time, these will take 
over the industry.  Meanwhile, I believe the 
business world is at a point now in which 
CEOs and investors realize that gender dis-
crimination is bad policy and that the industry 
has only hurt itself by under-representing 
women.  

So perhaps a bigger change over the next few 
years will be the further rise of women in the 
industry, both in law and in legal technology. 
Personally, I’d like to see more women leading 
legal tech companies and more legal industry 
recognition for women-led legal tech solu-
tions.    

Just as today’s girls are realizing that coding 
isn’t a male profession, they can also take 
heart that there are opportunities to rise to the 
top of all aspects of the legal profession as 
well. It’s about time.        

About the Author  
Monica Zent is an experienced entrepreneur, 
investor, businesswoman and trusted legal ad-
visor to the world’s largest brands. Zent has 
been a successful entrepreneur for decades. 
Her most recent venture is as Founder & CEO 
of Foxwordy, the collaboration platform for 
lawyers. She is also the Founder of ZentLaw, 
one of the leading alternative law firms in the 
US. For many years, Zent has been an active 
investor in real estate and startups in Califor-
nia, and has dedicated her time and talent to a 
variety of charitable causes and pro bono ser-
vice. When she’s not running companies, Zent 
is running distance as an endurance athlete.  
More: @MonicaZent | LinkedIn | Medium
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J’accuse 
AmLaw 100!   

By Patrick Dransfield, Publishing Director, ASIAN-
MENA COUNSEL and Co-Director of In-House 
Community

Visiting Shanghai recently and chatting with an 
American lawyer friend about baseball, of all 
things, I was strongly reminded why I have a 
visceral aversion to most legal publishers’ 
benchmarking of law firms and especially loathe 
the AmLaw 100.  

Being American, my friend is a baseball nut. He 
talked about how the Japanese national team 
beat the Americans at the World Baseball Clas-
sic in 2009. The Japanese adopted a pattern of 
striving as a team for the slow accumulation of 
hits and roundly beat the Americans, who in 
turn focused their game on the great and glori-
ous individual home run. Being among other 
things, an anthropologist in background, my 
understanding of this naturally took a more
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comparative cultural view: for Americans, the 
ability of the individual, immortalized by the 
home run, takes precedent over everything 
else. For the Japanese, the concept of samurai 
warriors created a team ethos that put serving 
of the group over individual glory.   

How is Japanese baseball relevant to the 
benchmarking of law firms? My friend made 
the analogy between Japanese baseball, Amer-
ican baseball and the lock-step versus eat-
what-you-kill models of compensation – and 
indeed there is some veracity to that. But his 
analogy made me think more deeply about the 
relationship between media accolades and in-
dividual behaviour.    

As a profession, lawyers are not renowned for 
their collective altruism. As one London-based 
headhunter observed during the global finan-
cial crisis: “The legal profession is the only one 
that fires its staff in order to pay themselves 
more.” To quote my late boss, Chris Brown 
(the first compiler of a law firm ranking while 
editor of IFLR): “Every culture gets the media 
it deserves.” And indeed, with the AmLaw 100, 
the legal community has precisely the media it 
currently deserves.  The  

AmLaw 100 annual profits per partner is typi-
cal of the way that the legal publishing empire 
has chosen to evaluate law firms. As work by 
such luminaries as Daniel Kahneman and 
Amos Tversky has proved, how we reward in-
dividuals and teams affects greatly how indi-
viduals behave. The performance indicator 
chosen by the American Lawyer out of the 
choices possible (client satisfaction, for exam-
ple) is the annual profits per equity partner. 

Putting it another way, the single most famous 
benchmark in the American legal industry is 
the dollar value equity partners reward them-
selves each year. Curiously, American Lawyer 
published its first AmLaw 100 in 1987, the 
same year as Oliver Stone brought us Gordon 
Gekko in his movie Wall Street. It is as though 
Gekko took over the gentlemanly reigns of the 
profession and declared “forget about all this 
ethical mumbo jumbo and serving the client 
crap – it’s what you put in your pocket that is 
the true measure of a successful attorney. 
Greed is good!”   

A great deal of column inches has been dedi-
cated to how managing partners at various law 
firms, including most notoriously Steven 
Davis, then chairman of Dewy LeBouef, have 
become obsessed with their AmLaw profits per 
equity partner ranking in the AmLaw 100 list. 
What has been less discussed is what an ap-
palling measure of success this represents and 
how the AmLaw 100 itself has unduly influ-
enced the legal profession into patterns of be-
haviour that are in no way in clients’ best in-
terests.    

The American Lawyer editorial piece on the 
25th anniversary of the AmLaw 100 the editor-
ial team stated: “In the quarter-century since 
The American Lawyer began tracking the na-
tion's 100 largest law firms, total gross rev-
enue for that cohort has multiplied more than 
tenfold, from US$7 billion to US$71 billion. In 
nominal terms the average Am Law 100 PPP 
has more than quadrupled, from US$324,500 
to about US$1.4 million. Providing fodder to 
those who see a widening class divide, the av-
erage AmLaw 100 partner earned 11.3 times
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the average American employee's compensa-
tion in 1986, and 23.4 times that benchmark 
in 2010, the last year for which data is avail-
able.”    

The “widening class divide” should indeed give 
everyone pause for thought. In 2016, the Fi-
nancial Times columnist Michael Skapinker 
wrote that “Trust in business, finance and 
anyone who has anything to do either has been 
low since the 2008 financial crisis and has 
sunk because of huge pay differences, the Li-
bor scandal and Volkswagen’s cheating on 
emission tests.”  

Given that one of the most important func-
tions of a commercial lawyer is to forecast risk, 
the fact that I can’t think of a single lawyer, 
either in-house or in private practice, in North 
America that questioned the financial engi-
neering that led to the global financial crisis 

indicates to me that the entire legal profession 
was asleep at the wheel. And this despite the 
key role that top AmLaw 100 law firms played 
in constructing (and rewarding amply them-
selves in the process) the financial structures 
that created the collapse in the first place.    

Another important question is what kind of 
legacy the present law firm leadership is this 
going to leave for the coming generation of 
young lawyers? The partners in their late 50s 
and 60s have enjoyed the golden age of earn-
ings and a precious few continue to reign 
supreme as the big hitting rainmakers in their 
law firms.  So, senior law firm management 
dissolves into keeping the ego of a US$20 mil-
lion dollar a year billing partner happy at the 
expense of all other considerations – the home 
run strategy of running a law firm, as my 
American friend puts it. And we all saw how 
well that worked out at Dewey LeBouef!
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In other perhaps less obvious ways, the Am-
Law 100 scorecard of profits by equity partner 
has contributed to the lack of relative success 
in emerging markets experienced by Ameri-
can-based international law firms. Generally, 
it would seem that American corporates have 
garnered anaemic returns on their expat in-
vestments, according to a Harvard Business 
Review study.  

The main reason concluded by J Stewart Black 
and Hal Gregersen was that many US execu-
tives assume that the rules of good business 
are the same the world over: “Everywhere is 
Cleveland”, as one particular ex-AmLaw em-
ployee once expressed it, without even a hint 
of irony.   

The Asian market has proved especially diffi-
cult for international law firms. Part of the 
reason for this is that charge-out rates for 
work done in, say Singapore, do not compare 
with the same grade of lawyer in Manhattan. 
There are two choices therefore. Either pursue 
only the highest-level work at the greatest pay 
grade, or tear up the global billable hour time 
sheets completely and attempt to price at a 
lower level in any given market. Whichever 
way you cut it, profits per equity partner as a 
measure has not exported well for US law 
firms as they seek global solutions for their 
clients and has proved an impediment to 
mergers between Magic Circle firms and their 
equivalent in the US.   

So, what would prove a better benchmark for 
law firms to strive for? The importance of 
client-service lay at the heart of our thinking at 
the In-House Community when putting to-
gether the criteria for the Visionary Legal 
Provider of the Year. That, and also the impor-
tance of reflecting the changing landscape of 

legal services, which is no longer the preserve 
of the legal partnership structure. General 
counsel have shared with the In-House Com-
munity that the three prevailing challenges 
they face on a day-to-day basis are: managing 
costs and evaluating value-added; talent and 
career management; and; positioning the legal 
department within the company.  

By reverse-engineering these key challenges, 
we set the challenge for legal service providers 
of any shape or form and from anywhere on 
the new spectrum of legal services to demon-
strate that they can truly stand inside the 
shoes of their clients and provide them with 
inspiring service.  

So, rather than asking firms how much they 
pay their senior equity partners, we asked 
them to demonstrate the following:   

• budget-orientated project management for a 
client;   

• advice to a client regarding productivity and 
efficiency;  

• and exceeding client expectations (inclusive 
of client testimonials).   

As the Nobel-prize winning work of Kahne-
man attests, finding constructive incentives 
for individuals does in turn help society to 
prosper. It is my sincere wish that the legal 
community embraces new ways to benchmark 
their services that emphasizes team effort and 
sincere client service, including the Visionary 
Legal Provider suite of awards.  

It is no exaggeration to say that the future of 
partner-structured law firms is at stake. After 
all, there are many new players coming into 
the field that will align their compensation 
structures more effectively to client service.
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To quote Harvard Business School professor 
Clayton Christensen: “A disruptive innovation 
is a technologically simple innovation in the 
form of a product, service or business model 
that takes root in a tier of the market that is 
unattractive to the established leaders in an 
industry.”  
True client service has proved unattractive to 
the established leaders of the legal industry for 
too long, in my view – and sadly, the legal me-
dia has done nothing until now to assuage it.     

About the Author  
Patrick Dransfield is Co-Director of In-House 
Community. Patrick has over 20 years of expe-
rience working in the legal industry: firstly as 
a Publisher and later Asia Managing Director 

of Euromoney Institutional Investor, and then 
as Marketing and Business Development Di-
rector for Asia for Shearman & Sterling and 
White & Case respectively. After spending 6 
months advising a start-up on-line language 
learning site for children (Study-cat), Patrick 
joined Pacific Business Press as Publishing Di-
rector and Co-Director of the In-House Com-
munity™ in 2008 and continues in those 
roles.  

His publishing career began with Haymarket 
Publishing in 1987.  Patrick is a graduate of 
Leeds University (B.A. Joint Hons. in English 
and History of Art) and also holds a Master’s 
Degree in Far East Area Studies (specializing 
in Chinese History, Anthropology and Politics) 
from London University’s School of Oriental & 
African Studies (SOAS)
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Law Firm of the Future:   

the vision of a young lawyer 
leading a small law firm in a  
developing country   
By Dima Gadomsky, Attorney-at-Law, CEO Axon Partners  
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“When your firm and country are established 
titans the future looks rosy. Everything looks 
quite fine and you don’t really want anything 
to change. You do everything to keep the sta-
tus quo and resist fundamental innovation.  
The picture is completely different at the bot-
tom. I don’t want to run a small law firm in a 
struggling country. But instead of changing 
job or emigrating, I want to revolutionize 
both my firm and my country.  Here at the 
bottom, we have nothing to lose”.  

Law firms of the past Just a few days ago my 
friend returned from a trip to Chernobyl nu-
clear disaster site. Time has frozen there, he 
said. When I recently returned to the place 
where I played as a kid, everything also re-
mains exactly the same as it was 30 years ago. 
I had the same feeling visiting a legal forum in 
the neighbouring country of Belarus this year. 
I have spoken to many lawyers and in-house 
counsels of local companies, and here are just 
a few of their ideas:   
• Lawyers must come to the office at 8:30 am. 

Each lawyer always has to have a notepad to 
write down a task, which a superior can give 
him at any time, even in the office elevator 
or the kitchen  

• There is a list of books on self motivation to 
be read and list of video-trainings on per-
sonal effectiveness to be watched. Not just a 
list, but a strict sequence of books and 
movies.  

• “The lawyers must”, “the lawyers are oblig-
ed”, and “the lawyers have to pay a penalty 
for” are common expressions of managerial 
policy.  

I was so frustrated about these ideas, that I 
immediately wrote an article on online plat-
form Medium. I emotionally wrote that there 

is no need to push lawyers to work under the 
pressure of silly rules: tough deadlines, crazy 
bosses, boring office spaces and the necessity 
to immediately respond to any phone call. And 
you know what? Many of my colleagues from 
the top-ranking law firms in Ukraine, Russia 
and even Belarus agreed with what I wrote.     

This means that the future is already here, at 
least in our personal understanding. But 
translating this understanding into modern 
work practices in Eastern European law firms 
remains a daunting task.   

Post-industrial world  
We live in a post-industrial world. And this is 
not my crazy idea, this was the topic of the re-
cent World Economic Forum in Davos. Elec-
tronics, computing, social media, internet 2.0 
- all these remain in the industrial era. Big 
data, IoT, robots, artificial intelligence, uber-
ization, the sharing economy and many other 
things we as yet have no idea about signal the 
post-industrial world.     

“In 10 years Nike will be an IT company”. 
“Self-driving cars will destroy radio”. These 
things sound silly, don’t they?
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But, just few hours ago we printed a few Lego-
type blocks with my daughter. In a few years 
maybe she will push a button reading ‘Nike’ on 
a 3D printer and will produce a brand new 
pair of sneakers. The only time when we can’t 
surf our iPads is when we are in the car. While 
driving we usually listen to radio. So what will 
happen when a robot drives the car instead of 
us? Right! We will start doing everything, ex-
cept listening to the radio.  
Nobody knows what trends will shape the legal 
profession. Smart contracts may destroy the 
traditional processes of business contracts. 
Blockchain will make real estate transactions 
as simple as purchasing book on Amazon. Ini-
tial crypto offerings will replace classic IPOs. 
Maybe randomly chosen Facebook users will 
act as judges for all kinds of disputes, while 
Linkedin users will be hearing business dis-
putes.    

Companies in the post-industrial world  
In the future, will there be “companies” as we 
know them? I am not sure at all. Let’s have a 
look at the Upwork statistics: “53 million 
Americans now freelance - new study finds’. 

 Number of full-time employees in the United 
States from 1990 to 2015 (in millions)  

53 million people are freelancers and 120 mil-
lion are full-time employees. Just imagine, 
every third worker is freelance. I heard a very 
good schema of the companies of the past and 
the companies of the future: the Bricks and the 
Balloons.     

Imagine, that you are the manager of a com-
pany. And you disappeared for few weeks. If 
everything stopped working and nobody 
knows what to do, then this company is defi-
nitely a Brick.    

Brick companies have strict hierarchy, where 
only managers know what and how to carry 
out tasks. These companies are sustainable 
and effective. Their business models are easily 
scaleable: just hire ten times more people (and 
same amount of managers), and your revenue 
will be multiplied by 100.  But these compa-
nies were good for the industrial world. As the 
smart guys decided at the World Economic 
Forum, we live in the post-industrial world. 
And the market is changing dramatically.   

Balloons are another story. Can a company be 
ready for changes by design? And what does 
this really mean, to be ready for any changes 
by design? Let’s jump back to freelancers and 

see maybe they are the future of compa-
nies?    

Humans in the last one hundred years 
became taller and weaker. Our legs be-
came shorter, bodies - less hairy, and 
faces became more and more similar. In 
accordance with my personal investiga-
tion, dogs now cross the roads at the 
crossings. At least, this is true for 
Ukraine.  
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Just a few hundred years ago workers could be 
easily purchased, sold or just killed. After slav-
ery was cancelled (btw, can you guess when 
slavery was officially cancelled in Ukraine?) 
a company was supposed to use employees 
not more than 40 hours a week. It must pro-
vide safe working conditions, cannot just sell 
staff to another company, cannot stop pay-
ing salaries, etc. But humans are still not 
happy with employment. If we look at the 
numbers Upwork gathered it looks like peo-
ple would like to decide where to work (at 
home or on the beach), how much time per 
day to spend - eight, ten or twenty five. They 
are also not happy to have a boss or a manag-
er. These guys are self sufficient, independent, 
and they are… entrepreneurs. Is there a way to 
manage entrepreneurs? Imagine, that Jimmy 
Wales, Elon Musk, Tony Shae, Bill Gates, 
Steve Jobs and Mahatma Ghandi all work in 
your company. Just try to manage them.    

Prostitution  
No, I am not about to offend and not going to 
compare lawyers and prostitutes. What I 
would like to show is what happened with the 
oldest hourly paid business, even in times with 
less religion and more freedom:         

 And, what happened with the prices in the 
post-industrial world with all that uberization 
and wikinomics: Internet 2.0 and social media 

platforms disintermediated the market and 
this was immediately reflected in the structure 
of the market and prices.  The above facts are 
not the results of my personal investigation, I 
gathered the data from solid sources, like this 
longread in the Economist - http://www.e-
conomist.com/news/briefing/21611074-how-
new-technology-shaking-up-oldest-business-
more-bang-your-buck    

Legal services   
I believe that there is shrinking place for com-
panies as we know them in the post-industrial 
world. But freelance is only part of what I see 
in the future. I have lived in Ukraine all my life 
and I am accustomed to everything. But each 
time I am landing in Kyiv airport, I meet all 
those wild taxi drivers hustling for business. 
Weapons are prohibited in Ukraine, maybe 
that is why this old school way of selling ser-
vices is still alive.    

Uber came to Ukraine less than a year ago. 
BlaBlaCar came a little bit earlier. Most of my 
friends use Uber and BlaBlaCar now. And you 
know what? Uber/BlaBlaCar changed clients’ 
demands completely, but have not changed 
the behavior of their competitors, the old
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school drivers. They still try to provide the 
services in their beloved manner, which is less 
acceptable for clients.   

The story of Uber is well known and very obvi-
ous. For everyone except lawyers, it seems. 
Lawyers still believe that the client will never 
use an application to chat with a bot-lawyer. 
Lawyers are a hundred percent sure that the 
client will never ever subscribe to a contracts 
constructor for $9 per month. Artificial intelli-
gence will never prepare a claim.   

This may sound a little bit rough, I know. But 
there will be no law firms in the future. There 
will be platforms (Uber-like), big and small, 
full-services and specialized, country-specific 
and worldwide. There are no more lawyers-
employees, there are freelancers, who are si-
multaneously using different platforms to find 
clients.     

“Someone has to serve ExxonMobil and they 
will never look for a lawyer on any platform”. 
In this regard let me remind you few very nice 
predictions:   

• “There is no reason anyone would want a 
computer in their home.” — Ken Olson, pres-
ident, chairman and founder of Digital 
Equipment Corp. (DEC)- manufacturer of 
big business mainframe computers, arguing 
against the PC in 1977.  

• “The horse is here to stay but the automobile 
is only a novelty – a fad.” — The president of 
the Michigan Savings Bank advising Henry 
Ford’s lawyer, Horace Rackham, not to in-
vest in the Ford Motor Co., 1903  

• “The Americans have need of the telephone, 
but we do not. We have plenty of messenger 
boys.” — Sir William Preece, Chief Engineer, 
British Post Office, 1878.  

• “The world potential market for copying ma-
chines is 5000 at most.” — IBM, to the even-
tual founders of Xerox, saying the photo-
copier had no market large enough to justify 
production, 1959.   

Of course, billionaires will never use Uber, 
even Uber black. They have their personal 
drivers and all that. So, a few old school law 
firms will remain, but only with the purpose of 
serving old school clients.  

Will the dominant yellow color disappear ?
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The lawyers of the future have to somehow 
handle all these new technologies like AI, neu-
ro networks, robots, platforms. I am not sure 
that a 2017 lawyer without any coding experi-
ence, or any knowledge of CPA/CPC models, 
or data science skills will stay afloat. Or maybe 
everything above is wrong and I am just play-
ing with the numbers and parts of silly predic-
tions which do not have any justification. Like 
the chart below that shows the correlation be-
tween drownings and films with Nicolas Cage.    

Maybe this story is not about the future of law. 
It is about the company which I and my part-
ners are building in Eastern Europe right now. 
We are building a firm which will be two-
sided.  
One side will act as a platform for freelance 
lawyers, the other side will be an information 
technology company, delivering new legal ap-
plications and features to the market. Self-or-
ganizing teams of lawyers and legal engineers, 

no bosses, no managers.  I do not know if it is 
possible, but our company reached its one-
year anniversary this March and we are still 
making progress.       

About the Author  
Dima Gadomsky is a TEDx speaker, Lecturer 
in Kyiv-Mohyla Academy, Head of legal com-
mittee of Lviv IT Cluster, co-head of IT com-
mittee of Ukrainian Bar Association. Ranked 
in the TOP 5 of Best Lawyers in IT according 
to the annual study Ukrainian Law Firms 
2014, 2015, 2016 and TOP 100 Lawyers in 
Ukraine according to all-Ukrainian study the 
Choice of the Clients 2014/2015. Named as an 
excellent, forward-thinking lawyer in Intellec-
tual Property by Legal 500 2016. but above all 
Cinema fan and jazz listener, he eats after 6 
p.m. and plays football.
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Thought Leader in the Picture 
Patrick McKenna

Read the articles from Thought Industry 
Leaders in our Thought Leaders section  

You can find this section on the homepage 
of LegalBusinessWorld -Button Thought 
Leaders- or go to (Home)page 2.  

Click on the photo of the selected thought 
leader to see an article overview.  

This months Thought Leaders in the picture 
is Patrick McKenna. 

(Click the articles to read) 
How Can You Really Differentiate Your 
Practice? 

Unlocking The Mystique of Understanding 
Industry Client 

The Five Challenging Paradoxes of Firm 
Leadership 

Bullying, Lack of Respect, Me First, Law 
Firms Suffer the Behaviour they Tolerate 
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Productize Your 
Practice and 
Ditch the Billable Hour   
By Heidi Simmons Ryan, COO/Rainmaker at 
Maraia & Associates

“Is the Billable Hour Obsolete?, The Billable 
Hour Must Die, An Obituary for the Billable 
Hour”  

These are the titles of a few recent articles de-
claring the billable hour dead or, if not dead, on 
life support. It’s not all hyperbole either, since 
more and more clients are demanding greater 
emphasis on cost containment and value. And 
more and more firms are trying to find ways to 
recapture market share lost to greater competi-
tion in the legal marketplace.  

Clients are becoming more sophisticated con-
sumers of legal services and no longer blindly 
accept that their lawyer is billing them fairly by 
the hour when the very nature of the billable 
hour system incentivizes lawyers to bill as many 
hours as possible. Thus client interests aren’t 
aligned with law firm compensation systems.
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Meanwhile lawyers are becoming less willing 
to spend 3,000 hours at work in order to meet 
challenging 2,200 hour yearly requirements. 
Together, these factors have created an inhos-
pitable environment for the billable hour. But 
what happens if you jettison the billable hour? 
How do you price and sell legal services in a 
way that benefits you, your client and your 
practice? The answer - productize your prac-
tice!   

Productizing your practice is an innovative 
way to market and sell legal services that has 
nothing to do with the billable hour. To illus-
trate the concept, consider a car repair analo-
gy: imagine you went to drop your car off for 
repairs and the mechanic not only told you 
there was virtually no way to estimate the ac-
tual cost, but that he’d have to work on your 
car as long as it took to get it perfect and then 
he went to great lengths to make sure you un-
derstood that he couldn’t guarantee the result?    

You would never hire that mechanic! Yet 
lawyers expect clients to hire them under simi-
lar circumstances every day. Instead, when 
you drop your car at the mechanic, you de-
scribe the situation to the mechanic and he 
quotes a price for a specific type of repair 
based on your description. He doesn’t describe 
the process by which he will do the repair. 
That is, frankly, irrelevant to you. He recog-
nizes that you care simply about achieving the 
desired outcome and paying the agreed upon 
price. Productization works much the same 
way and recognizes that consumers of legal 
services do not care about the process by 
which their attorney works; they care about 
results and receiving value for an agreed upon 
price. By turning an intangible service into a 
tangible product, lawyers make themselves 

easier to do business with. The legal profes-
sion has traditionally been reluctant to em-
brace any perceived commoditization of legal 
services. Productization is something entirely 
different. Whereas commoditization is the 
process of a product or service becoming in-
distinguishable from similar products or ser-
vices in the eyes of the consumer, productiza-
tion is the process of creating a unique bundle 
of services which provide a turnkey solution to 
a specific issue that is easy to market and sell 
at a specific price. Productization can combine 
different practice areas, and can even encom-
pass non-legal service providers in certain 
contexts, which greatly expands the potential 
universe of customers and marketing oppor-
tunities. Whether it is intended as a low price-
point product used to bring in new clients or a 
sophisticated legal product designed to cap-
ture a specific market, the ultimate goal of 
productization is create an innovative way to 
distinguish your practice from your competi-
tors and make it easier for clients, who are 
used to buying products in every other aspect 
of their lives, to hire you.    

Productization provides many advantages for 
lawyers, firms and clients. Given that alterna-
tive fee arrangements, which include fixed or 
capped fee arrangements, have nearly 
quadrupled in the last 10 years, lawyers who 
find ways to productize their services are well 
positioned to respond to this emerging mar-
ket. In addition to gaining a competitive ad-
vantage over other firms who haven’t em-
braced fixed-fee pricing, productization frees 
lawyers from a 24-hour cap on their “invento-
ry” as they are no longer limited by the num-
ber of hours they can bill and instead can price 
their services according to value delivered. 
Having a marquee product can help establish
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 a lawyer as the expert in a particular field.  
Productization also encourages greater collab-
oration and cross-selling since often the most 
effective legal products are multi-disciplinary. 
Focusing on delivering a specific outcome also 
enables lawyers to deepen their client relation-
ships as the inherent tension in the billable 
hour relationship is gone and lawyers feel 
freer to spend the time necessary to truly un-
derstand their client’s needs. Priced and exe-
cuted correctly, the right product can be an 
instrumental way to bring new clients into the 
firm and create opportunities for additional 
legal work down the road. Productization also 
has advantages for law firms beyond simply 
providing a competitive edge in the market-
place. Firms have developed products that in-
corporate a blended rate in order to enable 
them to use the product as a training ground 
for associates. In addition, as most firms are 
already supporting technology infrastructures, 
creating products that can make use of that 
technology to enhance the delivery of legal 
services to their clients allows the firm to 
leverage their existing technology investment 
for greater returns. Finally, when large clients 
are making more and more specific pricing 
and delivery demands on their service 
providers, productization is a logical avenue to 
meet those demands and retain important 
clients.   

The first step towards developing a product 
requires careful consideration of your 
strengths and the needs of the market you 
serve. Reviewing past matters where value 
greatly exceeded the price charged is one way 
to identify areas ripe for productization. An-
other way to develop the right product for your 
clients is to assess the market and look for ex-
isting gaps or opportunities that are either   

recurring, required or requested:   

• Recurring matters would be engagements 
that are routine, have relatively predictable 
outcomes and standard processes that can be 
easily priced on a per-transaction basis. Ex-
amples of recurring matters might be loan 
closings for a commercial lender or ERISA 
audits for a large company. These types of 
products will typically look like traditional 
fixed-fee arrangements.   

• Required matters are those services which 
are required, whether by statute, regulation 
or industry standards, on a regular basis for 
a specific industry or class of client. A tax 
guide or UCC-filing system are examples of 
the types of required matters that can pro-
ductized. These products are typically good 
candidates for technological innovation and 
can even incorporate annual subscriptions 
for continuing revenue streams.   

• Requested matters are comprised of distinct 
services that tend to be requested sequential-
ly or concurrently and which can be pack-
aged together as a single solution for a group 
of related problems. For example, the sale of 
a family-owned business might require a 
purchase agreement for the business, a con-
current real estate transaction with envi-
ronmental considerations and tax and estate 
planning for the selling family members be-
fore and after the transaction. Productizing a 
“Family-Owned Business Sale” would enable 
you to position your firm as the expert for 
these types of transactions, require collabo-
ration and cross-selling among different 
practice groups in the firm, and create con-
tinuing client relationships long after the 
sale transaction is completed.
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The next step in successfully productizing your 
practice requires close attention to the details 
of the product. Carefully delineating the scope 
and parameters of the service to be provided is 
integral to properly pricing the products and 
creating clear expectations on behalf of the 
client and all the lawyers involved in the prod-
uct. It is important to consider any ethical 
and/or IP ownership issues that might arise in 
the development, marketing and sales of your 
product (especially if the product has an au-
tomated or technical aspect to it). Establishing 
“progress markers” and predetermined crite-
ria for price adjustments at specific points in 
the transaction can be a useful way to periodi-
cally review the progress of a matter and the 
profitability of the pricing. This will also en-
sure that neither the client nor the firm en-
counter any surprises which might otherwise 
damage their relationship. As mentioned be-
fore, cross-selling and collaboration are key to 
successful productization so it is important to 
educate and engage firm members on the fea-
tures of the product and how to sell it. When 
you collaborate on a product not only do the 
opportunities to cross-sell the product in-
crease, but it also ensures that no single 
lawyer bears the full cost of a failed product. 
Finally, it is important to develop well thought 
out sales presentations and marketing materi-
als so that you can take your product to mar-
ket and monetize what you’ve worked so hard 
to productize.     

Although the death of the billable hour has 
been foretold for a long time, today’s legal 
landscape is hastening its demise like never 
before. Increased competition and greater 
price sensitivity by increasingly sophisticated 
clients demands that lawyers find new ways to 
go to market with their services. The end of 

the billable hour can be the beginning of a new 
approach to delivering legal services to your 
clients that makes you easier to do business 
with. With productization you can innovate 
your practice and gain a competitive advan-
tage. What aspect of your practice would lend 
itself to productization? It is well worth the 
time and effort to make productization a part 
of your practice.      

About the Author  
As a business lawyer who specialized in Merg-
ers and Acquisitions, Private Equity and Secu-
rities, Heidi Simmons Ryan spent many years 
working at law firms of all sizes and cultures, 
from a boutique law office to an AmLaw 200 
Wall Street firm.    

Having witnessed firsthand how a collabora-
tive, skill-enhancing growth culture can lead a 
firm and its attorneys to greatness, Heidi now 
devotes herself to helping firms and attorneys 
create this culture for themselves.    

As Chief Operating Officer of Maraia & As-
sociates, Heidi is committed to our mission of 
helping attorneys achieve individual and orga-
nizational success in networking, business de-
velopment and creating long-term, authentic 
client relationships. Maraia & Associates has 
been helping professionals become rainmak-
ers for over 25 years.    

Using the Maraia Method®, as explained in 
Rainmaking Made Simple and Relationships 
Are Everything, written by founder Mark 
Maraia, Maraia & Associates teaches the in-
valuable skill of building relationships.
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How Legal 
Chatbots   
Will Significantly Change 
Communication  
Between Clients and 
Lawyers  


By Patrick Prior, Founder of Advotisement® Legal 
Tech Consulting

Within the world of IT it is already a done deal: 
next to Apps, chatbots are „the next big thing“ 
and they will change the way users communicate 
with computers and smartphones. Chatbots are 
fully automated programs which can write back 
and forth with users within a chat environment, 
offering companies and their end consumers a 
form of communication at any given time.
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Chatbots will bring big changes to the legal 
field. The first legal chatbot was released in 
2014, programmed by the 19-year-old Stan-
ford student Joshua Browder, who had re-
ceived 30 tickets for parking violations. He de-
veloped a software which could file an objec-
tion against the fines after requesting relevant 
data from users. Within 21 months this chat-
bot fought off 190.000 tickets worth 5 million 
USD in fines. The program’s success rate was 
an incredible 64%. Later this chatbot called 
„DoNotPay“ (https://donotpay-search-mas-
ter.herokuapp.com) was extended in England 
and the USA to help people get refunds from 
airlines and to give free legal advice to 
refugees.   

By now several law firms already employ chat-
bots. Mostly these are rather simple programs, 
which are used in conjunction with popular 
messenger platforms, such as Facebook Mes-
senger, WhatsApp, etc. Here the user is asked 
questions on basic topics, similarly to data col-
lection in form fields. Sometimes short an-
swers to frequently asked legal questions are 
offered as well.    

Legal chatbots have the following advantages 
over the present forms of communication with 
lawyers, such as telephone, email, or postal 
services:  
• 24/7 accessibility and response within sec-

onds  the first basic answers can be given to 
the user automatically  

• the first client requests are accepted auto-
matically for further processing   

• users can save time as there are no telephone 
holding loops or time consuming waiting for 
email answers 

• the lawyer saves time as the case appears „on 
his desk“ with all key aspects directly after 
the automated chat  

• chatbots are ideal for quick mobile use when 
on the move  

• significantly lower inhibition threshold for 
the client to consult a lawyer, especially 
when there is cost transparency within the 
chatbot’s communication.   

Experts compare the current state of chatbot 
development with the state of website devel-
opment in 1996. Future legal chatbots will be 
almost unrecognizable from the ones of today. 
A better understanding of the client´s re-
quirements, intelligent answers (keywords: 
A.I. & machine learning) and the introduction 
of voice recognition and audio response will 
make users forget more and more that they are 
talking to a bot. Similar experiences can be 
had right now with Apple´s Siri or Amazon´s 
Alexa. Therefore legal chatbots will play a big 
role in the future market of legal advice and 
maybe one day take over the initial communi-
cation with clients entirely.    
Legal chatbots will be an important topic at 
Legal Tech Expo (https://legaltechexpo.de), 
which will take place in Frankfurt / Germany 
on the 23rd and 24th of October.      

About the Author  
Patrick Prior is the founder of Advotisement® 
Legal Tech Consulting and of the german legal 
advice portal FAQ-Recht.de. In 2017 he start-
ed Advobot, a provider of legal chatbots for 
law firms.
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If “Software Is Eating the World,”* 

Is Legal Service on the Menu?			
By Kenneth Tung, Co-Founder, In-Gear Legalytics Limited

The media is buzzing with disruptions 
and changes in the legal service indus-
try & profession. Most of the talk is 
about clients demanding more for less, 
a buyer’s market that shifts toward al-
ternative fee arrangements, the emer-
gence of alternative legal service 
providers, e.g., an early one being Ax-
iom.  

Also, there are more and more discus-
sions of legal technology, or Legal 
Tech, often reported in the same 
breath as artificial intelligence (AI) and 
big data. Legal Tech has been taking 
increasingly center stage. Illustrations 
of topics such as AI & robot lawyers 
may refer to a number of offerings, 
such as: Extracting data from volume 
of documents for analysis - IBM Wat-
son/ROSS, RAVN System, Kira Sys-
tems, more common e-discovery tools; 
Predicting legal judgments, grounding 
legal advice more to outcome – Lex-
Predict, LexMachina, perhaps ROSS;    

*“Why Software Is Eating the World”, Marc Andreessen, The Wall Street Journal, August 20, 2011; see 
also “Software Is Still Eating the World”, Jeetu Patel, TechCrunch.com, June 7, 2016.
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• External legal spend management programs 
like Brightflag or risk management systems 
like Intraspexion that have as their core 
some level of natural language processing 
technologies.  

It goes without saying that legal practice man-
agement such as Clio and iManage (which ac-
quired RAVN in May 2017) have been prolif-
erating.   

Benefits of Legal Tech in the longer term 
would include: capturing institutional knowl-
edge and enabling user interface with it, im-
proved workflow across functions, processes 
and activities to optimize values of the collec-
tive resources, standardized reports and other 
interactions that operationalize an organiza-
tion’s approach to analyses and decision mak-
ing (such as RASIC1), automation of routine 
tasks, enhanced control over expenses and 
budgeting. For now, unfortunately, tech com-
panies and start-ups perceive demands from 
lawyers mostly to improve the practice experi-
ence and to meet cost pressure.   

Legal Tech has its roots in research – recall 
the Lexis/Nexis and Westlaw terminals in the 
law library [what do people do in a law library 
today?], and it seems that today’s tools con-
tinue to serve more lawyers than their clients’ 
purposes. Yet compared to other industries, 
the legal profession has not yet embraced and 
leveraged technology to serve itself, and even 
less, its clients.  

The legal profession remains an illustration of 
the saying that innovation has arrived, but it is 
just not evenly distributed2.  The stereotype 
that many lawyers having gone to law schools 
to avoid math, sciences, tech and engineering 
does not explain this pace of  Legal Tech adop-

tion. So far, the market has not offered suffi-
cient help. A walk through a Legal Tech show 
and browsing through some marketing com-
munication content will surface major chal-
lenges in this space, such as dialogues between 
salespeople who have little to no legal practice 
background and less-than-informed lawyers 
(and not so empowered IT and BD managers 
supporting lawyers); products that coders 
have written for some customers3 that has 
foregone needed, fresh design thinking due to 
budget restrictions.    

In other words, many gaps remain to be filled 
in the space among law, business and technol-
ogy, as people with sufficient background to 
traverse all three domains continue to be rare.    

An apology is in order to readers who expect 
an update on the latest Legal Tech products 
and intelligence, but first thing first: we need 
to acknowledge the problem and put a mirror 
to the profession to understand and convince 
ourselves and those we work with what we 
need to solve at the root cause level. As it is 
often the case, technology is not the principal 
solution to a problem, but Legal Tech will help 
drive the legal profession to reinvent itself to 
be a part of the transformed legal service in-
dustry.   

The Cart Before the Horse  
When we pause and take note of other fields 
that are impacted by turbulence and disrup-
tion, it will reveal that the mere pursuit of 
technology is like putting the cart before the 
horse. This is because:  
• As in the legal service sector, adoption of 

technology has been unsatisfactory at best;  
• Design & implementation of technology of-

ten did not pay enough attention to  
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• alignment with people-process-system, i.e., 
the “culture” in organizations;  

• Many organizations that are investing in 
data analytics resources are still at a stage of 
justifying the return from these efforts.  

We know that “culture eats strategy for break-
fast4,” but in this case it’s technology that is on 
the menu. So, is the culture of the legal profes-
sion on software’s menu or is Legal Tech on 
legal culture’s menu?  Regardless a reflection 
on the legal profession’s culture is in order.   

Ben Heinemann, Jr., a former GC at GE has 
observed: if lawyers are generally naysayers, 
we risk being excluded from decision making; 
but if we are only yea-sayers, we risk being in-
dicted5.    

Once again it comes down to finding the criti-
cal balance. However, unlike the scale of blind 
justice, this balancing act requires engagement 
with eyes wide open, and with a focus on:   
• being connected with the vital interest of the 

organization and the value proposition to its 
customers so that lawyers can  

• optimize risks commensurate with opportu-
nities.   

A prerequisite to achieving this is to be truly a 
part of the team - getting into and staying in 
gear with the rest of the organization, value 
net and ecosystem. However, many observe 
that lawyers are more individual contributors 
than team players. This is in part due to the 
selection process in law schools, with a view to 
train experts in law and generally in isolation 
from other fields or disciplines, thus severely 
hampering the ability to practice law as a “T-
shaped”6 professional. The resulting challenge 
in accessing information relevant for problem 

solving, asking the bigger picture question and 
designing more effective solutions usually end 
up in a retreat to the safety of risk-adverse so-
lutions, reinforcing a negative cycle in the 
lawyer-client relationship. This aggravates the 
perception of a profession based much on 
precedents by creating a backward looking 
stereotype. Ever more removed from practic-
ing preventive law and mired in low impact 
remedial tasks, harried lawyers drown in daily 
work and do not have the time to look up and 
focus on efforts that yield higher impact. In 
todays’ environment of doing more with less, 
and a general client revolt against paying pro-
fessional rates for informational and routine 
work, many lawyers would consider them-
selves successful if they can manage costs 
through a budget cycle.   
Some lawyers may take consolation in the pro-
fession seen as a bastion of ethics and a brak-
ing force that complements the engine of 
business. Of course, there are limits to the 
principle of managing risk to be commensu-
rate with opportunities. But being an organi-
zation’s conscience, if indeed possible7, does 
not let lawyers off from being effective and ef-
ficient. At any rate, managing risk in isolation 
from opportunities is abstract and meaning-
less in practice, and futile to those who man-
age risk but do not have their fingers on neces-
sary data. Just ask most chief compliance offi-
cers (and soccer goalkeepers who are not set 
up for robust communication with teammates 
up and down the field) what it means to de-
fend against the downside outside the context 
of the entire game.   

It may seem ironic, but it is precisely during 
times of turbulence when we tack into a differ-
ent direction that organizations need more 
granularity in managing risk.
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In times between major changes, incumbents 
have much to lose and keep risks to a mini-
mum. When we sail into major shifts in the 
wind, taking little to no chances basically en-
sures obsolescence, and balancing risks com-
mensurate with opportunities becomes in-
strumental to transformation and thus sur-
vival. But is this too much to ask lawyers to 
do?   

Lawyers’ Raison d’être and Legal Tech  
A more relevant question may be whether 
most lawyers today can be deployed as T-
shaped professionals. Applying knowledge of 
law to facts and asking the right questions can 
be learned on the job, especially for the in-
creasing population of in-house counsel who 
live at the crossroads of law and business. To 
be sure, managing risk commensurate with 
opportunities requires one to be driven by 
data to seek actionable insight.   

Working with facts & evidence is not foreign to 
lawyers and starts with the first lesson in law 
schools. Together with legal expertise, an ana-
lytical mind to spot issues and creativity to de-
sign devices and solutions form the foundation 
of lawyering. However, unlike the heroic 
lawyers in Hollywood scripts, most lawyers 
end up working with only facts and data given 
to them, usually by people who are not legally 
savvy or more interested in covering one’s 
tracks when the problem has gone too far.  
Most lawyers have been operating on “anec-
data” rather than more robust data, both in 
terms of what they receive from clients as well 
as a representation of legal risks in the field. 
While many still deliver helpful and respon-
sive lawyering and insights to clients, “we 
don’t know what we don’t know,” leading to 
more risk-adverse bias in the approach to legal 

issues. While the era of “Big Data” has brought 
the equivalent of the microscope to many 
fields to open the eyes to aspects which had 
remained unknown before, its application in 
the legal profession remains to be developed. 

In fact, the possibilities of data analytics sur-
face three categories of lawyering styles8:  
• Whack a mole lawyers - who constantly 

chase after problems, only to find more 
springing up, thus seeing legal problems 
everywhere  

• Approach – Create “fear and friction 
within organizations and the impression 
that there is a legal disaster around the 
corner” and slant solutions toward mini-
mum risks  

• Often seen going to benchmark among 
like-minded lawyers and identify new le-
gal issues and best practices  

• Clever wordsmiths – who find solutions and 
compromises to issues for the moment  

• Approach - Help clients shift (or distort) 
external perception of risks through legal 
devices and “kick the can down the road”  

• Often seen creating paper trails and 
“memos to file” on complex or inchoate 
issues to cover for any liability in case of 
accusation or claims should the unex-
pected transpires  

• Legal strategists and engineers – who “de-
sign systems that balance risks (with oppor-
tunities) and improve transparency”  

• Approach - Help clients correctly price 
risks internally  

• Often seen working with clients to col-
lect/fine-tune data, design analytics and 
experiments to test opportunities/risks 
sets, build predictability and a portfolio 
approach to tradeoffs of risks & opportu-
nities.

eMagazine • www.legalbusinessworld.com • �45



Major law firms today operate in an increasingly complex, competitive and uncertain 
global environment. Building ‘winning positions’ in lucrative markets, now more 
than ever requires clear and sustained focus that is appropriately and realistically 
resourced. We understand that making these high risk decisions about direction, fo-
cus and priorities within the required time-frames can be challenging.  Venturis Con-
sulting Group assists law firms to address their most complex strategic and organisa-
tional issues, and to develop actionable responses. We support firms to make and 
execute high-impact decisions directed at building powerful market positions and 
delivering superior business performance. An independent and objective perspec-
tive, supported by incisive research and analysis, coupled with a wealth of experi-
ence based insights, ensures higher quality strategic decision-making, more power-
ful execution and superior results.

www.venturisconsulting.com

AMSTERDAM LONDON MILAN NEW YORK PARIS

http://www.venturisconsulting.com
http://www.venturisconsulting.com


Of these three categories, only the last group 
will truly pursue data analytics as an integral 
part of their work and reason for existence.    

The day will arrive when lawyers define and 
quantify risks and cooperate meaningfully 
with other stakeholders to make decisions to 
assess and capture opportunities that advance 
the organization’s strategy. This will be en-
abled by filling lawyers’ ranks with more T-
shape professionals, cracking the cocoons of 
legal complexity and integrating it into enter-
prise value, and with lawyers speaking the 
language of the enterprise owners.  

At the same time, business and functional 
stakeholders, the “clients” of the lawyers, will 
also upgrade themselves to be more legally 
savvy. This will reverse the current downward 
dynamics toward a virtuous cycle, and enable 
the T-shaped lawyers to ask the right ques-
tions and access pivotal data to generate and 
deliver legal insight that matters more to their 
clients.   

To keep Legal Tech from the menu of legal cul-
ture, the legal profession needs to overcome 
one more common obstacle: our notion that 
most legal services is bespoke, a conceit im-
bued from law school to retirement.   

The Spectrum of Lawyering  
Richard Susskind had shown us that not all 
legal work product is bespoke. In fact, increas-
ingly sophisticated and data driven clients are 
reshaping the perception of how much legal 
work delivered justifies the bespoke price. 
Usually legal tasks are distributed over a spec-
trum of services, categorized as bespoke, stan-
dardized, systematized, packaged and com-
moditized work products9. In other words, le-

gal solutions are far from unique to each 
client, due consideration is given to some cus-
tomization and facts assessments. In ways that 
are reminiscent of the magic of the calculator 
in 1960s10, legal analyses, reasoning and solu-
tions also come to pass after being tested out 
on sufficient clients and circumstances.   

In the access to justice (A2J) sector, often in 
environments where necessity begets innova-
tion, Legal Tech is based on redistribution of 
legal tasks across the spectrum in legal pro-
cesses. Take, for example, the in-take of appli-
cants and screening their case background in 
immigration deportation hearings, and help-
ing indigents to fill in forms and to tell their 
stories as part of running the gauntlet of ap-
plying for benefits. In healthcare, particularly 
in developing countries where medical re-
sources and doctors are scarce, remote diag-
nosis and treatments that may be the only so-
lutions logistically and/or economically would 
not be possible if all tasks remain part of doc-
tors’ bespoke domain11.   

Yet when lawyers talk about the legal func-
tion12, the odds are high that one of the first 
topics is the size of the legal team or the size of 
the law firm. This illustrates the history of 
lawyers in throwing people at problems and 
the perception of the value lawyers create as 
proportional to the labor committed. While 
this may have been a viable business case for 
some law firms that can defend their business 
volume, price and market share, some in-
house counsel has discovered that the more 
lawyers they hire, the more work there seems 
to be.  
This may raise a question of whether the 
number of lawyers or hours may serve as a 
valid proxy for value created.
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Until lawyers start to build basic effort/impact 
calculus into the way we work, we will contin-
ue find ourselves running inside (or spinning) 
wheels. Common sense will tell us that instead 
of relying on expensive professionals, i.e., la-
bor, people should manage the legal processes 
and start investing in software, i.e., capital, to 
handle certain tasks. The way big banks pre-
pare for resolution and recovery plans, AKA 
“living wills,” may illustrate this point.    

AI As Das Neu Kapital?  
As part of the exercise to tackle the “too big to 
fail” problem, banks have been put to stress 
tests and required to plan for crises like the 
those in 2008. These plans involve initially ex-
tracting data from tens of thousands of con-
tracts and other documents to inform regula-
tors on a bank’s balance sheet. Lawyers cer-
tainly are part of the process of parsing rele-
vant terms in these contracts, disaggregating, 
organizing, classifying millions of pieces of in-
formation for coding, storage and reconstruct-
ing them into something useful when needed 
and to meet regulatory standards13. Paul 
Lippe, a lawyer and a leader in Legal Tech, 
told the story of how after the human review of 
the first ten percent of the contracts, IBM’s 
Watson system took over to perform similar 
review and processing of the rest.   

Without going into whether this is an example 
of an expert system based on a lexicon or a 
deep learning system equipped with natural 
language processing capabilities, we can see 
that ultimately this is still automation of large-
ly repetitive, albeit more complex, tasks, with 
lawyers working with process and data experts 
and coders to train a machine or algorithm to 
do. The takeaway is that lawyers can branch 
out into the truly bespoke part of deal making 

such as negotiating to address vital interests of 
human parties and influencers, armed with 
information and insight that even junior 
lawyers would find tedious to produce, and 
certainly not with the same productivity as AI.   

Does it follow that human legal practice is not 
yet to be eaten by software? It appears to be 
the case that so long as lawyers 1) accept and 
find ways to work across the bespoke-com-
modity tasks spectrum, and 2) work side by 
side to train the machines and to leverage 
unique comparative advantages of each side, 
we can actually wield AI and other tools to 
leverage the rich data available today to deliv-
er value as never before. Think Ironman rather 
than Terminator.   

Another way to picture this augmented, not 
merely artificial, intelligence is another movie, 
Sully, which is based on the story of Captain 
Sullenberger's January 2009 emergency land-
ing of US Airways Flight 1549 on the Hudson 
River. While legal tasks and projects will be 
“flown” like most planes today, mostly by algo-
rithm and occasionally by human pilots, eco-
nomics (e.g., insurers) and society will still re-
quire lawyers to manage and audit these tasks 
albeit at an escalated level. However, rather 
than one plane at a time, lawyers can manage 
multiple activities, algorithms and systems.   

Ed Walters’s response to the question “will AI 
replace lawyers?” is “did electricity [or artifi-
cial power] replace engineers?” This leading 
question reminds us that the ranks of engi-
neers multiplied rather than decreased, just as 
the advent of the ATMs increased the number 
of human bank tellers who now do other work 
that machines could not do. However, the   
engineers today more than ever work with
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design thinking, unless hubris induces them, 
from time to time, to engineer for engineer-
ing’s sake, thus taking the eyes off the prime 
directive of value proposition to customers. 
Sounds familiar?   

In Search of Values for Customers  
Traditional auto companies are discovering, in 
the post-ICE (internal combustion engine) 
world, not everything is about the marvel of 
sophisticated engineering and complex system 
as the customer value proposition shifts from 
a physical product to mobility. Replacement of 
the powertrain (mainly ICE and transmission) 
by electric motors has launched a storm of de-
sign thinking regarding the purpose of the ve-
hicle as well as its physical specs and func-
tions. Changing business models from pipe-
lines to platforms will blur the lines between 
traditional and new players as well as focus 
everyone on understanding, and integration 
into, the customers’ purpose and asks.   

Lawyers may also discover that Legal Tech’s 
focus today on serving the lawyers’ traditional 
business model of selling hours (input) may 
also give way to other propositions that better 
integrate legal services to the purpose of cus-
tomers, such as throughput and output, i.e., 
solving the client’s problem rather than docu-
menting legal intricacies in 50-page “briefs” 
and gauging hours worked and billed as value 
delivered.   

While efficiency may be the main subject of 
Legal Tech today, lawyers need to get into gear 
with efficacy - the strategy of the organizations 
that they serve, whether the organization is 
commercial, not-for-profit or public. The lead 
horse before the Legal Tech cart must be your 
customer’s strategy or reason to exist. This is 

in turn driven by your customer’s stakeholders 
and the stakeholders’ stakeholders, ending 
with the ultimate customers and stakeholders 
in the ecosystem.   

The lawyer’s domain has always been to man-
age relationship among parties. Going into the 
future, the design of legal devices, such as con-
tracts and conflict resolutions, will require 
lawyers to get back into the game of designing 
and solving for relationships proactively and 
based on data that they have an equal part in 
mining and shaping.   

Legal Tech offerings today have started to 
populate the spheres intersected by Law and 
Tech, but they still land far from the Clients’ 
Ask (see diagram below). Technology that 
helps lawyers to keep track of hours worked 
and billed does not concern the client’s value 
proposition. While auditing time sheets, alter-
native fees arrangements and RFP platforms 
play a role on driving savings, they are of total-
ly different concern than process improvement 
products and services that automate non-be-
spoke legal tasks and are accretive to decisions 
connected with the bigger picture.  

Offerings that provide integrated modules 
covering matter management, self-service, 
protocol for escalation, document manage-
ment from creation to tickler and archiving, 
risk reporting, knowledge management and 
even visualizations and dash board tools will 
return value only when they are leveraged by 
transformed legal functions.   

The transformation journey from the percep-
tion of being a cost center in an organization 
to a strategic function in the C-suite is not 
paved by savings alone (although efficiency
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has become table stakes for funding initia-
tives). Even after processes have been mapped 
and analyzed, often the heart of the project in 
changing ways of working will require connec-
tions to core purposes to succeed.   

Efficiency is only the start of the transforma-
tion, and the real yield from Legal Tech will 
rest on delivering actionable insight and in 
turn efficacy to serve the client’s purpose. To 
do so, Legal Tech must plug into the strategy, 
operations and culture of the organization, its 
value chain through the end customer’s “job to 
be done”14 and user experience.  

While analytics of Big Data has re-focused us 
onto a bottom-up approach to customers’ val-
ue propositions and demand us to articulate 
the customers’ “jobs to be done,” they still 
need to be complemented by the top-down 
corporate business strategies, navigating the 

culture of the organization and the emotional 
intelligence to realize both15. This is where the 
human side solution, beyond expertise, brings 
to the table where AI still needs nurturing and 
may not surpass these human capabilities for a 
while.   

A Roadmap of Legal Function Trans-
formation  
At the outset, each organization must decide 
on a champion of the transformation. The 
track record tells us that thus far, the in-house 
counsel has not been the first to come out to 
lead this change. On the other hand, a few law 
firms have defied expectations and demon-
strated experiments with harbingers of 
change. What we do know is: any strategic 
transformation must relate in some way to the 
strategy of the organization, and it must have 
the ownership and encouragement of senior 
leadership, starting from the CEO.

Clients’ 

Law

• The internet of Legal Things 
• Corporate Legal Strategies  
• Legal Process Management   
• Service Productization (Automation to 

enable insight on issues)  
• Pattern detection of legal issues & risks  
• Algorithm to price in legal risks in con-

text of opportunities   
• Automation (merely to save costs)  
• Legal Practice Management

Tech

A Lawyering Venn Diagram
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Given the continuing gap between the do-
mains of business and law, both businesses 
and other functions in organizations, and 
hopefully their legal functions, will lead this 
change, starting with a) enhancing the legal 
function to be more commercial and strategic 
and b) inducing business and the rest of the 
organization to be more law savvy.   

Here an ideal start requires voluntary and in-
terested participation of lawyers into the orga-
nization’s strategies and operations, equipped 
with more T-shaped talent. This should be 
coupled with invitations across businesses and 
corporate functions to immerse into the fabric 
and chemistry of strategies and operations. 
When the legal function starts to earn a shift 
in expectation of what lawyers can contribute 
beyond dispute resolution, papering transac-
tions and consulting on compliance with legal 
requirements, it can truly partner with busi-
nesses with access to relevant data to build 
one or more corporate legal strategies (CLS) 
that springs from business strategies and are 
joined at the hip with the rest of the organiza-
tion.   

Guided by a living CLS process, lawyers and 
the rest of the organization can prioritize, 
through ongoing legal process management 
(LPM), improvement of business processes 
that the legal function touches. As part of CLS, 
LPMs should focus on enabling business 
strategies, operational initiatives and even 
business model transformation. Improving 
legal service delivery will be the starting point 
to measure the impact of legal function trans-
formation. Sometimes, this will mean freeing 
lawyers from certain erstwhile bespoke activi-
ties, now standardized and systematized, in 
order to reorient to seek and design legal ser-

vices that deliver more impact on business 
strategies and operations.   

LPMs, in addition to driving for efficiency, will 
empower the legal function and its stakehold-
ers to reengineer legal and adjacent tasks 
based on what make sense to the organization 
and its resources; re-focus on what lawyers do 
best; and update a historical and narrow ex-
pectation of a legal service provider. Some 
LPMs in the first phase in transformation may 
help to establish and ground the legal function 
as a true partner of businesses, but the bulk of 
value will come through later LPMs that will 
be guided by the evolving CLSs of the organi-
zation.   

To the extent the legal function of the organi-
zation includes external resources, in-house 
counsel will need to include outside counsel, 
and increasingly other providers of legal ser-
vices, as part of the reengineering of the legal 
function into an integrated value chain. This is 
to generate common purposes and measures 
to explore business cases with clients to take 
the legal function to the next level. “Service 
productization” leveraging Legal Tech to au-
tomate less bespoke offerings will likely be a 
win-win strategy so long as it enables the legal 
function to serve the overall organization’s 
purpose and strategy (efficacy) in addition to 
bringing efficiency to processes involving ex-
ternal parties.   

On the basis of CLS, LPM and a rationalized 
legal service value chain, business and legal 
function leaders can rethink the role of the le-
gal function as beyond traditional remedial 
expectations, ready to include preventive, 
commercial and even strategic elements, and 
better to integrate into the people, process and
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operational platforms that track the organiza-
tion’s business model.   
This is not the first time that strategy and data 
serve as the foundation for solutions involving 
the legal function. Examples of how strategy 
and process management can transform areas 
that have involved but befuddled lawyers in-
clude IPR protection, such as anti-counterfeit/
anti-piracy strategies and operations, and 
strategic compliance16, an even more complex 
enterprise.   

Only when the legal function transformation is 
grounded in strategy, processes and resources 
management can it optimize and leverage Le-
gal Tech to achieve results that mere human 
actors cannot deliver. Much of this will come 
in terms of lifting throughput and harnessing 
outputs such as insights to enable decisions 
and actions that many AI providers aspire to 
bring. At any rate, the foundation of value cre-
ation by the legal function will be a close col-
laboration of business and legal personnel, 
which will in turn generate the data to be ana-
lyzed for actionable insights to enhance corpo-
rate strategies and decisions. This will solve 
the greatest challenge to legal practice since 
the dawn of the profession – access to infor-
mation and evidence that make a difference.   

Return of investment and other KPIs will still 
be part of the prerequisites for developing Le-
gal Tech. However, when technology is associ-
ated with a function that is integral to an or-
ganization’s strategy and reason for existence, 
as opposed to just a cost center, the dialogue 
will be at a different level and certainly inte-
grated with the digital journey that organiza-
tions are undertaking. While this will be the 
subject for another chapter, some Legal Tech 
will connect with the Internet of Things, create 

sensors where needed and build what we can 
call the Internet of Legal Things. We can look 
forward to situational self-help tools for non-
lawyers, integrated with other tools and esca-
lation protocol to facilitate decisions and com-
plete tasks; designing cognitive check points to 
identify issues, such as use of inappropriate 
language in market communication or other 
media or questionable activities like frequent 
communication with industry competitors. 
The exploration of block chain technology to 
make computable contracts a reality is already 
on its way.   

To summarize, Legal Tech must be grounded 
on a successful legal function transformation 
prescribed by the four Cs across an organiza-
tion:  
• Command – From a top-down leadership to 

drive change based on interdisciplinary co-
operation and a common purpose, not just a 
legal department project;  

• Connection - With the strategy to shape and 
sustain a business model to satisfy customer 
needs - not technology for technology’s sake 
- and ultimately with the customer’s value 
proposition;  

• Culture (& capability) - Especially toward 
collaboration and creativity in problem solv-
ing in a digital world, and more proactive 
thinking like an enterprise owner;  

• Commitment - To stay the course as trans-
formation requires alignment of disparate 
interests and keeping an eye on moving the 
needle over twists and turns.   

Change Management  
Although a discussion of change management 
is also beyond the scope of this article, this 
well-trodden field in business and technology 
requires a mention. While there is no shortage 
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of best practices and guidance, there is no sub-
stitute for leadership and determination, as 
conversion is achieved, one person at a time. 
Adoption of technology is very much an exer-
cise in affecting change - changing the culture 
that is people-process-systems in which peo-
ple have developed their own interest such as 
job security, convenience, power structure and 
vendor relationships.   

When driving into an unknown future, one 
may rely on the rearview mirror only if you are 
sure that the road will not make a turn, but the 
turning of the road is one thing we are certain 
about. A better way to put this is another 
quote attributable to Peter Drucker: “The 
greatest danger in times of turbulence is not 
the turbulence; it is to act with yesterday’s log-
ic.”   

Note: This article is based on a talk given at a 
class reunion at the Columbia Law School in 
June 2017.      
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Notes  
1. RASIC is a tool to manage work flow and 
cooperation across functions, standing for who 
will be in roles such as be Responsible, Ac-
countable, Supporting, Informed or Consult-
ed.   
2. The End of Lawyers? Rethinking the Na-
ture of Legal Services, Richard Susskind, Ox-
ford University Press, 2008 (referring to a 
quote from the author, William Gibson, in 
Section 1.5).  
3. For the purpose of this article, a customer of 
legal services or a client means either an indi-
vidual or an organization. However, the refer-
ence to strategies and reasons for existence 
will generally be with respect to organizations 
and especially businesses although individuals 
may have similar albeit simpler purposes.   
4. A quote attributed to Peter Drucker.   
5. “The Inside Counsel Revolution,” Benjamin 
W. Heinemann, Jr., Harvard Law School Fo-
rum on Corporate Governance and Finance 
Regulations, March 29, 2016 (based on an
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article that first appeared in Corporate Coun-
sel magazine).  
6. The 21st-Century T-Shaped Lawyer, R. 
Amani Smathers, ABA Law Practice Magazine, 
Volume 40 Number 4, July/August 2014 
(https://www.americanbar.org/publications/
law_practice_magazine/2014/july-august/
the-21st-century-t-shaped-lawyer.html); see 
also Why Everyone's Talking About 'T-
shaped' Professionals, EAB Daily Briefing, 
August 15, 2016 (https://www.eab.com/daily-
briefing/2016/08/15/why-everyones-talking-
about-t-shaped-professionals).  
7. At any rate, it would be “above anyone’s 
paygrade” to assign anyone to be the con-
science of an organization. As GE and other 
exemplary practitioners have demonstrated, 
compliance is part of everyone’s job.   
8. “Measure Twice, Cut Once: Solving the Le-
gal Profession’s Biggest Problems Together”, 
V. Mary Abraham, aboveandbeyondkm.com, 
Aug 30, 2016 (noting the keynote speaker, 
Dan Katz’s, reference to Paul Lippe’s insight 
on the three types of lawyers).  
9. Richard Susskind, Tomorrow’s Lawyers: 
An Introduction To Your Future, Oxford Uni-
versity Press, 2013. Essentially the same 
analysis appears in Susskind’s earlier book, 
The End of Lawyers? Rethinking the Nature 
of Legal Services, referenced above.  
10. The first solid state electronic calculator 
which is based on the abacus (circa 2000 BC), 
and the mechanical calculator (circa 17th cen-
tury AD) might have been considered the AI 
back then. Similarly, IBM’s Deep Blue that de-
feated the world chess championship, almost 
AI like in 1996, today may be in the midst of 
packaged computer programs that accomplish 
essentially the same purpose and may be even 
freely downloaded. Google’s Alpha Go’s defeat 
of world champion of go, an even more com-

plex game, in due time will also be considered 
another tool of common usage.  
11. For an example of a journey from the be-
spoke, see Richard’s Susskind account of his 
work developing an expert system serving as a 
decision tree based on the Latent Damage Act 
1986 in the U.K. (Section 1.3 in his The End of 
Lawyers? book). This article’s author also had 
the fortunate experience around the same time 
serving as the legal lead in developing a for-
eign tax credit software for the consulting 
business of a then Big Eight firm.   
12. The term legal function may commonly 
mean legal department, but in this article, le-
gal function also means the domain or vertical 
with the legal expertise and resource to deliver 
services involving law and regulations to a 
client. Today the legal functions are generally 
headed by a top lawyer/manager, commonly 
called general counsel, supported by in-house 
legal staff and outside counsel and “ancillary” 
services providers. Increasingly, we will see 
the legal function transform with participation 
with more non-lawyers, and it will be up to 
how lawyers elevate themselves as strategists 
and solution providers to remain at the center 
of the transforming legal function value chain.  
13. “IBM Watson: It’s (Almost) Elementary,” 
Joe Calve, The Metropolitan Corporate Coun-
sel, May 24, 2017.  
14. Know Your Customers’ “Jobs to Be 
Done”,Clayton M. Christensen, Taddy Hall, 
Karen Dillon, and David S. Duncan, Harvard 
Business Review, September 2016.  
15. 3 Things Are Holding Back Your Analyt-
ics, and Technology Isn’t One of Them, by 
Todd Clark and Dan Wiesenfeld, Harvard 
Business Review, June 8 2017.  
16.“Five Currents Pointing to Compliance As a 
Strategic Function,” Kenneth Tung, Linkedin 
Post, May 17, 2017.
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In Smart Collaboration, 
Heidi K. Gardner shows 
that firms earn higher 
margins, inspire greater 
client loyalty, attract 
and retain the best  
talent, and gain a  
competitive edge when 
specialists collaborate 
across functional 
boundaries.

-Endorsement Page-
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Being a lawyer 
and a salesperson   
By Eugenia Navarro, Strategic Consultant for Law 
Firms and In-House Legal Departments, Legal 
Service Director ESADE Business & Law School

There is no denying that there has been a 
change in the way the legal profession is 
practised. Not so much in technical as-
pects, but the way services are provided 
and this has also produced a change in 
the professional profile required by the 
legal market. These changes have 
come about due to adjustments in a 
changing environment given the need 
to be more competitive Law has tra-
ditionally been a technical profes-
sion which has found it hard to un-
derstand that firms have a particu-
lar business model and require 
business management skills to 
guarantee their future success. 
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I believe that this has created a lot of confu-
sion by thinking that from an ethical perspec-
tive of the profession, the lawyer as the bul-
wark of justice, that the quest for professional-
ism and profitability of law firms were incom-
patible.   The crisis and recession period of the 
Spanish economy created an extremely com-
petitive situation for lawyers that forced them 
more than ever to find and generate business 
in a changing environment of many paradigms 
in the profession. A fall in prices, comparing 
budgets, less sophisticated work and fervent 
competition. .. But all of this has brought us 
developments in the profession which, far 
from changing the technical demands, have 
incorporated new abilities and skills of what it 
means to be a lawyer.   

Nobody that studied law thought when mak-
ing their choice that it would be relevant to 
have sales skills to practise or that it would be 
important for their future career development. 
This affects all levels, no matter how big the 
law firm, even if we are talking about a sole 
proprietorship, knowing how to generate 
business is vital.    

I can’t say why the sales role in Spain has been 
so discredited, not only in the legal sector, but 
in society in general. To be a good salesman 
does not mean annoying someone until you 
are blue in the face, it means understanding 
and anticipating the needs of a potential 
client. The business world revolves around the 
process of buying and selling where there are 
buyers and sellers, and this is certainly true in 
the legal sector.    

The sales process in professional services is a 
long haul process, where one must be gener-
ous by offering continued value in order to be 

kept in mind by the buyer when they need ser-
vices. It does not mean being nice, it means 
planning and above all, dedicating necessary 
time to the commercial aspects by searching 
for that valued information (seminars, 
newsletters...)    

As a result, being a lawyer has developed in 
such a way that being a salesman is not an ex-
tra task in their everyday work, but should be 
a part of the legal profession itself and this re-
ally is a paradigm shift that is difficult to em-
brace.   

These skills do not need to come naturally, as 
they can be learned, but, I insist, they require 
dedication of time and training.  Clients are 
looking for more than just technical advice. 
They are looking for empathetic lawyers who 
are resolute and committed.   When value is 
bought by basing itself on being cost effective, 
efficient and knowing how to detect possible 
legal scenarios: anticipation; technical skills 
are assumed. This means a change in the rules 
of the game, as almost all of firms’ promotion-
al material is based on descriptive legal as-
pects, not on different aspects relating to the 
service.    

The price structure, billing system, proven ex-
pertise and above all being able to understand 
the problems of the client, by pointing out 
possible scenarios as well as evaluating the 
risks of their decisions, have become key ele-
ments which differentiate between firms.  Be-
ing a salesman is nothing more than having 
common sense and planning, selecting a par-
ticular target market and drafting a specific 
offer with a distinctive message and persever-
ing over time without getting discouraged by 
rejection.   
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Obviously, a distinct message which says “we 
are the best” is no use. It is good to show par-
ticular experience appropriate to the practice 
area or field, pricing policy, geographical ser-
vice ability. …    

We cannot forget that the arrival of social me-
dia has helped with new communication tools 
which allow law firms to continue maintaining 
a presence, but be careful because differentia-
tion does not just come by being on the net but 
by drafting a message of value that responds 
to a strategy.    
Being a salesman certainly does not discredit 
the profession in any way at all but rather it 
complements it with new skills which make 
the lawyer more complete and different from 
the traditional one, but adjusted to the chang-
ing environment, in which a knowledge based 
society, with easy access to information and 
competition have broken many paradigms.   I 
conclude that being a salesman and a lawyer is 
not only possible but recommendable and with 
training and dedication a technical profile can 
be reconverted into a commercial one.    

However, the most important thing is to be 
client orientated and to understand their 
needs which go beyond technical advice. The 
profession has been very conservative for 
many years, with very few changes to its busi-
ness model, but we are living in changing 
times, where there is no turning back, which 
makes it exciting and full of challenges.    

About the Author 
Eugenia Navarro is a Chemical Engineer from 
the Institute Químico de Sarrià and holds a 
degree in Chemistry from the Ramon Llull. 

She also has a Master in Strategic Marketing 
from ESADE and participated in the program 
of Leading Professional Services at Harvard 
Business School. After years of practicing as 
engineer in mass market companies in the de-
partments of quality assurance and product 
development, she decided to try the adventure 
of ‘marketing specializing in services’. It was in 
2000, the year she joined Baker & McKenzie 
Spain as Marketing and Business Develop-
ment Director. She was one of the first in such 
a position in the country. In the end she 
worked for Baker & McKenzie for seven years. 

Currently, she is an independent consultant in 
legal marketing and strategy for law firms spe-
cializing on mergers, internationalization or 
brand positioning; Has a high activity as a 
trainer and being director of management 
programs for lawyers at ESADE Law School. 
She is author of numerous articles about mar-
keting and management in specialized press, 
blogger in Expansión.com and co-director of 
‘the study of legal sector’ ESADE Law School 
(January 2011) and the Lawyer of the XXI cen-
tury (2014). She recently has published her 
first book Legal Marketing (Ed. Tirant Lo 
Blanc) 
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Agile working &   
digital transformation   
of the corporate legal department with Kanban & 
Design Thinking	

By Dr. Sascha Theissen, MBA expert director 
digital transformation diconium strategy    

Lawyers are slow, cumbersome and only see 
risks. They cannot be used to drive or support 
innovations. A lot of business people might 
think so. But I did not want to accept it! It had to 
be possible to leave the legal silo, to cultivate an 
intensive exchange and interaction within the 
corporate legal department and for lawyers to 
become the spearhead of digital transformation!  
To meet these new challenges, I decided in Oc-
tober 2013, when I became the new General 
Counsel of Holtzbrinck Publishing Group, to 
start a major transformation process …   

Agile work according to SCRUM   
Already at the beginning of my work at 
Holtzbrinck back in 2010, I had set myself the 
task of creating a close link to the group’s digital 
businesses and to promote the digital activities 
of the entire group.  
And it was a lot of fun to develop innovative 
ideas and new business models together with 
the colleagues and bring them into the market. 
Driving my efforts where my interest in technol-
ogy and business economics, as
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well as my goal of enabling innovations. I per-
sonally succeeded in overcoming the skepti-
cism and restraint of the colleagues from the 
group’s subsidiaries against working and co-
creating with me as their lead lawyer in the 
legal department. They were happy to have me 
as their partner and involved me regularly at 
an early stage to jointly lead projects to a suc-
cessful conclusion.  

Through this approach, I had learned a lot - 
how invaluable is it to leave your own (legal) 
silo, to be intensely interested in the problems 
and objectives of the various colleagues and 
departments and to openly exchange and 
spare ideas.    

I realized that this is best done by collaborat-
ing irrespective or hierarchical roles and posi-
tions within organizational charts, in groups of 
diverse people knowing and pursing a com-
mon goal. But how could I scale my experi-
ences to the whole team, how could I create an 
agile team of lawyers?   

Already in 2010 I had encountered SCRUM - 
during the challenge of drafting a software de-
velopment contract for a large agile software 
development project. First I had to learn that 
agile software development is quite different 
from a classic waterfall software development 
contract. Instead of spending months or years 
with drafting product requirements and func-
tional specification documents and ultimately 
developing something that might fulfill the 
specs, but misses the true needs of the cus-
tomer, in agile development, all features and 
objectives were prioritized by the client (rep-
resented by the "product owner").   

 Afterwards, the developers pulled as many of 
these so-called "User Stories" from the top of 
the backlog as they expected to be able to de-

liver within a development period of 2 to 4 
weeks (a “Sprint”). Only then did they precise-
ly define and implement them.  
The "Product Owner" could assess concrete 
results, to create change requests for the next 
sprint simply by adding them to the backlog, 
or to change the backlog order so that the 
most important, most useful "user stories" 
could be produced by the developers in the 
next sprint.   

During my time with these agile teams at vari-
ous subsidiaries, I experienced the enthusiasm 
of the agile development teams and realized 
that they were far more effective than I had 
known so far. They all knew the ultimate goal, 
worked hand in hand as a team and without 
the need for external coordination.    

Whiteboards containing the tasks and daily 
standup meetings of the team in front of the 
board ("Daily Standups") created a great 
transparency, while reviews at the end of each 
sprint and periodic retrospectives served to 
improve the process, learning and collabora-
tion.    

Kanban in the Legal Department   
I quickly realized that I wanted something like 
that for my team, too. However, due to the 
"time boxing" (period of 2 to 4 weeks per 
sprint, within which the team could not be dis-
turbed from the outside), SCRUM would not 
work in a legal department, which is routinely 
confronted with daily changing tasks, which 
must be urgently done on short notice.  

I was thus excited when I discovered "IT Kan-
ban", a different framework for agile working 
that promotes the principles of agile work as 
well as SCRUM, but is more oriented towards 
the continuous "flow" and therefore without 
timeboxing.
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Most importantly, I found that "IT Kanban" is 
primarily an evolutionary change tool, which 
allows its users to start where they are and 
with the current roles, by simply promoting 
transparency (e.g. making it visible to all par-
ties what works well and what does not) and 
agreeing to iteratively improve by changing 
things to become better.    

I began to translate the basic principles and 
essential elements of "IT Kanban" so that they 
could fit into the work of a legal department. 
Afterwards, I found a great agile coach who 
compensated my then lacking practical agile 
experience. Together we prepared a vision of 
how we could introduce agile working within 
the legal department. In a workshop, we ex-
plained to my team how agile software devel-
opment works and the reasons why software 
developer teams have increasingly switched to 
agile development methods from classic 
project management: higher quality of results, 

higher customer satisfaction, much more 
teamwork, efficiency and speed as well as the 
ability to innovate.   
It was very important for my team that we 
would still remain "excellent". In addition to 
the purely legal excellence, we explained to the 
team that further factors will be included in 
our definition of “excellence” in the future, 
above all the high satisfaction of our internal 
clients. We had to get to know their real prob-
lems "behind the mandate" and understand 
them to develop helpful solutions. Hiding be-
hind disclaimers was no longer possible. This 
meant spending more time in actual dialogues 
with colleagues to co-create the best possible 
solution in short intervals using several proto-
types and not to throw "the" solution over the 
fence. Finally, we wanted to achieve a "flow" 
both regarding teamwork and together with 
our clients, which leads to a more balanced 
utilization and helps to reduce the stress on 
the project’s end. 
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We knew we had to cope with a constantly 
rather high pace but needed the flow process 
to reduce overload symptoms of a too high 
pace.    

Much theory. But how do we actually get 
there?   
First of all, we let the team experience on their 
own how agile working feels like. This was 
achieved by short interactive serious "Agile 
Games", i.e. the playful but serious testing of 
agile practices, for example to self-organiza-
tion, versus classic project management. In 
addition, I declared that I would from now on 
be a living example of agile working and apply 
a new form of agile leadership. In order not to 
frighten the team and to get everybody going 
on this journey of agile transformation, I de-
cided to start with not changing anything at 
the beginning regarding to how the team 
works. Except for two things: we made the sta-

tus quo of our work visible on a common Kan-
ban board and met shortly every day in front 
of the board, and we agreed to inspect and 
adapt every couple of weeks what we discov-
ered as not working as good as it could. The 
first part created transparency: who does 
what, why, how long, with what progress and 
result? Everyone saw how many tasks were left 
unprocessed in our backlog, how many we had 
already done ("done"), waiting for feedback 
from the stakeholders ("waiting"), and how 
many things we managed in one day ("Work in 
Progress”).   
By only doing this, we were not really agile, of 
course - but it became transparent that we 
were working on several tasks in parallel 
rather than ending one before the next one 
was started. The silos in which we lived and 
worked within the legal department became 
visible and we began to think about possible 
changes.
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We met at a regular intervals to a retrospective 
with coach. During our retrospectives, we re-
viewed what worked well and what could be 
improved. The team (not I!) determined what 
we wanted to improve in the coming weeks. 
And, of course, we found that many things did 
not work as planned: Our daily standups last-
ed much too long. We first had to learn how to 
prepare ourselves well in advance, not to dis-
cuss matters unnecessarily, and to report on 
everything that was of importance to our 
peers. This was not easy at all, especially since 
we came from a world where meetings took 
hours instead of minutes ...    

We quickly realized that there was a need for 
cooperation within our team, initially primari-
ly as a buffer for utilization peaks in certain 
specialist areas. Although there were team 
members who were willing to help, those were 
initially lacking both the knowledge and the 
experience in the other areas. Gradually we 
completed these gaps with pair work as well as 
internal and external training. We spent a lot 
of time with the colleagues of all the sub-
sidiaries and other holding departments, for 
example with our "Lunch & Learn" meetings, 
to understand exactly what our colleagues 
were really looking for when asking us for ad-
vice. And we learned where and what we could 
contribute to further their efforts.    

The litmus test occurred already in the sum-
mer of 2014, when I went abroad for part of 
my MBA studies for five consecutive weeks - 
and the team handled all the incoming topics 
without me to the satisfaction of all. Team 
members reported that summer that, for the 
first time in many years (and also differently 
from their experience with previous employ-
ers), they were able to completely switch off on 

vacation, instead of having to interrupt it (due 
to urgent business issues). I still had the feel-
ing all along that our change was much too 
slow and we could achieve so much more if the 
team only saw the need and changed faster. 
But then a consultant of agile transformation 
processes conducted a case study on the agile 
transformation of our legal department in 
2015 and attested that achieved impressive 
results within only 14 months.   

Much had been achieved. Each team member 
had gained visibility and standing, both within 
the legal team and the C-suite of the group’s 
companies, they knew what the other team 
members were working on and how the re-
spective status of each project was. Everyone 
offered their help and support. Through occa-
sionally support their peers they knew the ac-
tivities and the challenges of the other team 
members much better and became more ap-
preciative. We celebrated successes together 
and consoled ourselves in case of defeats: we 
became a real team.  The outer perception of 
our work and team also changed dramatically: 
we were perceived as much faster and more 
solution-oriented and thus became a true 
partner of the business.    

(Legal) Design Thinking   
A particularly exciting experiment was the use 
of design thinking for the revision of an intri-
cate standard contract for the distribution of 
digital products. Designed at a time when 
there was no market, it had grown historically, 
was supplemented and modified over many 
years. The result was that no internal stake-
holder was satisfied with this contract, and ex-
ternal negotiating partners felt it too long, too 
complicated and detailed. No wonder – being 
34 pages long.    
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We identified all stakeholders, whether from 
the tax department, marketing, distribution, 
controlling, the IT of the subsidiaries whose 
products were affected, as well as customers in 
the market with whom we had previously ne-
gotiated and concluded the contract. Within a 
single day, we interviewed them on the ques-
tion of what they wished for - in an ideal world 
- in a new contract, which provisions were es-
sential to them and which ones we could do 
away with.   

We discussed the lessons learned intensively 
in the team, drew up prototypes on statty 
notes and presented the draft solutions to the 
stakeholders. We reworked the prototype sev-
eral times and approached the solution itera-
tively. At the end of the day, a draft was pre-
pared that satisfied all the stakeholders and 
the team, including those stakeholders whose 
wishes could not be fully taken into account. 
They had seen the pull-ups we had taken to 
make their needs fulfilled as best possible as 
possible. It was only in the days that followed 
that we began to formulate the contract in le-
gal language and ended up with only twelve 
pages!  Together with our colleagues from the 
business, we have since then successfully re-
designed more than 20 model contracts in 
four different legal jurisdictions through (le-
gal) design thinking and adapted them to sup-
port the business as best as possible.    

Digital transformation   
Several other changes have been made by the 
group's legal department, such as the initiative 
to move to the cloud completely. Thus, Google 
for Work, with Mail, Drive, Docs & Co., has 
now been successfully deployed throughout 
the group and, for example, presentations can 
be created or reworked at the same time 

across all locations. Chats and video hangouts 
facilitate collaboration across the four legal 
department offices, as well as with colleagues 
from the many subsidiaries around the world. 
We were also able to replace the powerful but 
complicated electronic file with its elaborate 
export and new import of mails and attach-
ments, as well as elaborate indexing (which no 
one liked), using Labelizer, Gmail and Google 
Drive as well as their intuitive search. With 
BusyLamp we gained an overview of the costs 
of external consulting almost in real time. Af-
ter a good experience with Predictive Coding 
at e-Discovery, we finally started to deal with 
tools for the automatic creation and negotia-
tion of contracts as well as artificial intelli-
gence (AI).    

After spending the last 18 months as a GC 
speaking at conferences and consulting other 
parts of the business as well as other legal de-
partments, law firms and media companies in 
their agile and digital transformation, I decid-
ed to give up my position as General Counsel 
at the end of January 2017 to become a full-
time consultant. And although "digital" trans-
formation sounds like being intricately linked 
to artificial intelligence and legal tech (which it 
includes fully), most organizations struggle 
with the “how” to get going in their transfor-
mation process. And becoming more customer 
centric, becoming observant of which services 
and products the (internal) client / customer 
actually wants and needs, adapting the own 
portfolio respectively, finding and retaining 
the right talent and teaching the right skills all 
starts with a change in the mindset and doing.  

Opening silos, creating trust in each other, 
sharing information openly, welcoming 
changes and actively promoting and shaping 
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them is the road which enables an organiza-
tion, whether a law firm, a legal department or 
any other organization, to reap the benefits of 
digitization. This creates the necessary space 
for innovations, which only then can be excel-
lently supported and further advanced by a 
multitude of new technological tools and digi-
tal processes such as AI or blockchain.   

Conclusion   
Agile work according to Kanban works, even 
with lawyers. It offers the same advantages as 
in other departments: higher quality of results 
and thus higher customer satisfaction, much 
more teamwork, efficiency and speed as well 
as the ability to more innovation. Change 
management is often perceived as "from 
above" and thus often rejected, but small 
changes to resolve issues identified and agreed 
upon by the team are different: every team 
member is empowered to shape the change, 

introduce other aspects and views, and each 
understands increasingly the perspective of 
others. This leads to the evolutionary change 
in the mindset as well as the entire work and 
cooperation. Teams that have internalized all 
this can become the driving force behind the 
digital transformation.    

Yes, even lawyers will in this way experience 
any other approach as slow, cumbersome, 
risk-adjusted, and unhelpful to innovation - 
even if, of course, they continue to ensure that 
risks are recognized and reduced. However, 
uncomfortable truths are more easily accepted 
when legal advisers are valued and their ex-
pertise is trusted.    

But above all if it is noticeable that they are 
interested in the best possible solution for is-
sues and concerns of their clients (within the 
framework of the legally permissible).      
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LegalShield   
equal access to 
justice for all  
citizens    
Interview with Jeff Bell, CEO LegalShield by Allard 
Winterink

Jeff, you are CEO of LegalShield. The 
company was founded in 1972, so I am 
sure many people know about your activi-
ties. For those who don’t, in particular in 
Europe: can you say something about the 
company and its core activities?   
LegalShield was designed to protect hardwork-
ing citizens from a legal process that can often 
be expensive, intimidating, and confusing. Our 
founder, Harland Stonecipher, began the com-
pany based on a vision and mission that contin-
ues to resonate today.  
LegalShield started on the idea of “equal access 
to justice” for all. Then and today, LegalShield 
provides peace of mind, protection and assur-
ance to our members who can sleep peacefully
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at night with the knowledge that a spurious 
lawsuit, a stolen identity, or even a traffic tick-
et can be handled by a lawyer.   

When we look at the competitive land-
scape, are initiatives like LegalZoom 
(amongst others) dilutive on your 
growth, and in what way do you develop 
counter actions to make sure that your 
customer base keeps growing?  
There is competition in every industry. Legal-
Shield, however, has seen record growth for 
the last eight months, and this trend exempli-
fies our strength in the market. Our legal 
product, our identity theft product and our 
broker solutions business continue to grow 
month over month. We think competition is 
good for our business. What differentiates 
LegalShield from its competitors is that we 
have a dedicated and highly trained network of 
provider law firms and referral attorneys who 
have an average of 20 years’ experience and 
expertise in all fields of law. No other company 
has a network like this. When you become a 
LegalShield member, you do not have to rely 
on customer reviews or a hidden “algorithm” 
that determines how good your legal represen-
tation may be. With LegalShield, you can 
count on receiving quality legal advice and 
representation every time.   

What are the Unique Value Points of 
LegalShield from a customer perspec-
tive? LegalShield offers a dedicated provider 
law firm and referral attorney network, the 
experience of a company that has provided le-
gal coverage for over forty-five years, a mind-
set focused on continuous improvement, and 
dedicated staff across the U.S. that works tire-
lessly to make sure our members receive the 

best service possible. Unlike any other compa-
ny in the legal services space, LegalShield has 
a mobile app for our members that puts a law 
firm in the palm of your hand. Every member 
has immediate access to their law firm by 
pushing a single button on the mobile app, 
even in covered emergencies. And for speeding 
tickets, the mobile app allows a member to 
take a picture of the speeding ticket and send 
it directly to their law firm by the click of a 
single button. The LegalShield mobile app is 
the only one that has one-touch access to a law 
firm.   

As CEO you took the helm in 2014. What 
inspired you to lead this company?  
As CEO I am inspired by three things: first, the 
vision that Harland Stonecipher had when he 
created LegalShield, to expand access to legal 
services for everyone; second, the potential 
that LegalShield has to improve the practice of 
law; and, third and most important, the ability 
of the company to promote both justice and 
opportunity for all citizens.   

At the start of the company LegalShield 
definitely was at the forefront of inno-
vation in the legal market. Can you 
elaborate on the innovative character. 
LegalShield is a 45-year-old start-up company. 
Innovation has driven our business from the 
start, and we work tirelessly to stay at the cut-
ting edge of legal services.  

In the 20th century we implemented tech-
nologies such as modern call-centers and cor-
responding technologies to ensure that our 
customers received quality products. Now, in 
the 21st century, we are into cloud computing, 
artificial intelligence, and ever-improving

 � • eMagazine • www.legalbusinessworld.com 70



smartphone applications. Two innovations I 
take great pride in are SNAP, the instant traf-
fic ticket application, which allows our cus-
tomers to snap a picture of the ticket on their 
phone and receive immediate legal assistance; 
and ERIN, our artificial intelligence bot who 
answers customer questions on our website.   

We are constantly working to improve ERIN’s 
capabilities and to provide additional Smart-
phone applications, such as ASK, a database of 
commonly asked legal questions that members 
can review for instantaneous feedback on legal 
related questions.   

I expect marketing and technology to be 
the driving forces for further innovating 
the services offered. If so, can you indi-
cate what developments you see taking 
place in the near future?  
I absolutely agree that marketing and technol-
ogy will be driving forces behind how we offer 
our services. I expect that we’ll continue to see 
big data and artificial intelligence improve and 
refine how businesses market their products 
and provide higher quality services, but the 
most important consideration when looking 
forward is the fact that technology is growing 
at an astounding rate.  

What seems impossible today may become re-
ality by next year. Therefore, it is incredibly 
important that we remain open to change and 
adaptable to new technologies as they become 
available.   

It’s LegalShield’s ambition to enlarge its 
marketshare via 3 pillars: technology, 
client base and CLE. Could you touch 
briefly upon those elements and indi- 

cate what you see as key in this process?  

• Technology: LegalShield will continue to 
seek innovative ways to knock down barriers 
and increase accelerators across multiple 
platforms to help protect and empower citi-
zens.   

• Client base: LegalShield will continue to 
compete in the direct sales channel through 
word of mouth marketing, in the employee 
benefits arena with large, medium and small 
businesses, and in the direct-to-consumer 
market online and with freemium models, 
and finally in private label partnerships.  

• CLE: LegalShield will continue to improve 
our Provider law firms and referral attorney 
network by offering relevant, necessary, and 
professional legal education in aspects not 
only limited to the law, but in areas such as 
customer service and emotional intelligence.  

Each of these pillars is important in itself. 
However, the key to our growth is ensuring 
that everything we do to improve these pillars 
points toward our end goal of providing the 
best legal provider service.  
Therefore, we do not cut corners or attempt to 
apply short-term solutions toward long term 
goals.   

How does the European market differ 
from the US market in terms of access 
to legal protection, and do you have the 
ambition of crossing the pond?  
The European market represents a more com-
plex and diverse legal arena than the U.S. 
However, the U.S. legal field is also 
“shattered,” as laws vary state by state. Legal-
Shield is evaluating international expansion, 
including the European market. I believe that 
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LegalShield’s business model would be ideal in 
the European market. Imagine being a French 
citizen able to contact a Dutch attorney for a 
speeding ticket issued in Amsterdam with a 
just a picture from a driver’s smartphone, or 
having an English Barrister review the lease of 
a German company’s secondary office space in 
London with a simple e-mail. Once Legal-
Shield establishes a solid Provider network 
similar to what we have on our side of the 
pond, these potentially complex legal needs 
could become simple solutions for the entire 
European continent.   

Do you see differences in the way Amer-
ican and European firms operate in de-
veloping, planning and implementing 
innovative strategies?  
The European market continues to deliver in-
credible services and products across the 
globe, and European firms continue to be 
some of the most innovative in the world. 
However, innovation has long been a hallmark 
of the American identity, and American firms 
may be more willing to take chances and 
change their business practices quickly in or-
der to address changes in the marketplace.   

There is a lot of discussion ongoing 
about disruption in the legal market. 
Some say the legal market is on the 
verge of a disruptive force that will have 
a huge effect on the market, then again, 
others say change will be an incremen-
tal process and the market will evolve 
naturally. What are your thoughts on 
this?  
The legal profession seeks to provide stability 
and reliability to clients. I believe that the legal 
profession will respond to both disruptive 

forces and incremental changes in an orderly, 
incremental manner as a result. If the legal 
profession responded to changes with rapid 
alterations in services and business practices, 
we would see chaos as clients attempted to re-
spond to new standards.  There is no doubt 
that the legal field will change. However, it is 
imperative that the change occur in a manner 
that ensures the same reliability and stability 
that the legal field has always provided.   

The legal profession is changing, and 
professionals need to be more business 
and tech savvy. What do you think 
about this change, and what do you see 
as the biggest challenge for the legal 
professional in, let’s say, five years from 
now?  
The internet revolution has changed nearly 
every aspect of nearly every field of business. 
Further change is inevitable, and I think it’s 
important that we recognize this, use change 
to our advantage, and let change improve our 
business.  

The biggest challenge I see in the legal profes-
sion five years from now will be the ethical and 
professional issues that attorneys and bar as-
sociations face as technology continues to in-
crease its reach into daily life. I believe that 
the legal field will overcome these challenges—
and provide an even higher quality of legal 
service.   

To conclude, is there something you 
would like to share with our readers in 
the U.S., Asia and Europe?  
My name is Jeff Bell, and I am just getting 
started—because at LegalShield, we know the 
best is yet to come!
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Recently, there have been many different calls 
to action for in-house lawyers. “You must 
think creatively, leverage technology, and in-
novate.” Another says: “You should collabo-
rate more with your business colleagues and 
provide strategic business input, not just legal 
advice.” According to some1, you need to rein-
vent yourself and don’t have long to do so.  

You understand the importance of developing 
these competencies — because they are key to 
changing the way you work and adding more 
value for your organization — but the question 
is how? If your current approach to training 
and development is not geared toward helping 
you become more innovative, collaborative, 
strategic, and creative, then on what specific 
skills, knowledge, and experience should you 
focus? The Skills for the 21st Century General 
Counsel Report2 outlined a comprehensive list 
of what is required to be a general counsel. Al-
though the GC’s role is unique, many of the 
skills identified will also be relevant to other 
in-house lawyers. The report highlighted the 
importance of nonlegal skills and noted that 
“most of the skills (listed) are not new.” How-
ever, in my experience, new skills — which I 
refer to as “non-traditional skills” — are essen-
tial for any in-house lawyer who wants to bet-
ter collaborate with their business colleagues 
and help both the legal department and the 
company innovate.     

The T-shaped professional    
In the absence of any authoritative framework 
to inform which skills are critical, I looked for 
something to support my personal opinion 
about the importance of these “non-tradition-
al” skills. I came across a helpful concept from 
the business world — the “T-shaped profes-
sional.” References to T-shaped professionals 

and skills have been around for a while inthe 
business world.3 So, what does it mean? In 
simple terms, it refers to someone who has 
deep expertise in one discipline, fused with 
skills and knowledge from other areas that fa-
cilitate collaboration with specialists from dif-
ferent practices. According to a recent Cam-
bridge University study, T-shaped profession-
als are “people who are entrepreneurial and 
capable of thinking in the many project roles 
that they may fill in their professional life. 
These professionals are contrasted by the 
more-specialized problem solvers of the 20th 
century, who are sometimes called ‘I-shaped’ 
professionals for their knowledge depth.”4 The 
study highlighted the growing imperative for 
service innovation through crossfunctional 
collaboration, but found that the main obsta-
cle is a skills or knowledge gap. To address 
that issue, the report recommended that com-
panies should actively develop more T-shaped 
professionals throughout the organisation.    

The I-Shaped Lawyer 

The I-Shaped Lawyer
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 Is it time to consider broadening your training 
and development focus to become more like a 
T-shaped professional? If so, what might that 
involve? This article explores that question by 
first examining why in-house lawyers should 
develop non-legal skills. Secondly, it will con-
sider which “non-traditional” skills, compe-
tencies, and knowledge are important and 
why. Finally, it will briefly outline the chal-
lenge of sourcing training for these skills.  

Why should in-house lawyers develop 
“non-traditional” skills?   
The primary traditional skill of a lawyer is ap-
plying the law to solve problems. Almost every 
lawyer develops a range of related skills (see 
sidebar) that can also be useful beyond simply 
providing legal advice. However, are these 
skills sufficient? One way to answer this ques-
tion is to look at the type of work that in-house 
lawyers are now doing and might do in the fu-
ture. Everyone’s situation is different, but it is 
possible to make some general observations 
on how work is evolving for many in-house 
lawyers. In some instances, the work tradi-
tionally performed by in-house lawyers is 
shrinking due to factors such as empowering 
the business to self-help, assigning work to 
contracts managers and others, outsourcing to 
firms and other service providers, or automat-
ing work. For some lawyers, this evolution, es-
pecially the advance of technology, might be 
worrying.  
However, much of  the “displaced” work is low 
value work — which can be a positive devel-
opment if it frees you to do additional higher 
value, varied, and interesting work. On the 
other hand, as shown in the graphic to the 
right, the type of work performed by some in-
house lawyers is expanding as they take on 
nontraditional tasks and responsibilities. 

For example:  
• GCs are assuming new roles in the company.  

“There is little argument that today’s GC has 
a much wider purview beyond the customary 
responsibilities as chief legal officer.”5  The 
GC is now “a more strategic business advi-
sor”6  and sometimes assumes additional 
roles such as human resources, risk, and 
government relations.  

• New roles being created in the legal depart-
ment.  You only have to look at firms and 
some larger legal departments to see a trend 
in new full-time or part-time roles for 
lawyers and others in areas such as opera-
tions, project management, innovation, 
process, technology, and data analytics.  

• New tasks for all lawyers.  Progressive in-
house lawyers at all levels are informally do-
ing more than providing legal advice. They 
actively seek opportunities to partner in all 
areas of the business and, in particular, in 
areas such as data governance, crisis man-
agement, government affairs, and enterprise 
risk management. 

The Shrinking I-Shaped In-house Lawyer 
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In addition to the changing roles and tasks 
that will result in in-house lawyers doing more 
non-legal work, there are a number of other 
significant trends which are relevant to the 
skills that will be needed. For example, in-
house lawyers will increasingly:  
• Work more collaboratively with internal col-

leagues who are not lawyers to address busi-
ness challenges over and above providing 
legal advice;  

• Be required to choose between a vast range 
of new and different legal service and prod-
uct providers and then be able to work effec-
tively with them;  

• Need to be able not only to use technology, 
but also apply and provide it for the benefit 
of business colleagues; and,  

• Be expected to innovate not just for the legal 
department, but also for the company as a 

whole. It is quite obvious that traditional le-
gal skills will not be sufficient for these pur-
poses.  

According to PayPal General Counsel Louise 
Pentland, legal training is no longer exclusive-
ly sufficient for in-house counsel. “The high-
potential people in my team are able to work 
in parts of the business that call on different 
skills.”7  This requirement for different skills 
becomes more critical the further you progress 
in your career because, oftentimes, the more 
senior you become, the less time you spend 
advising on the law. However, junior lawyers 
would also benefit from developing non-tradi-
tional skills, in addition to traditional skills, 
early in their career. If they do, especially in 
areas such as technology, they may be able to 
make more of an impact on the department 
and in the organisation.

The Expanding T–Shaped In-House Lawyer
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What new knowledge, competencies, 
and experience are important?  
In this new normal, in-house lawyers 
will benefit from not just “non-traditional” 
skills, but also greater diversity in knowledge, 
experience, and competencies. This is mostly 
obvious, but before focusing on skills, I will 
briefly mention a few salient points.  

Knowledge of the law has always been the 
bedrock for lawyers. Whereas lawyers working 
in law firms tend to specialize, many in-house 
lawyers benefit from a more general knowl-
edge of a range of legal areas — especially if 
they aspire to a GC position. Also, in an in-
creasingly global business world, it helps to 
develop a global understanding of the main 
legal areas that impact the business of your 
company — at least to a level to be able to 
“spot issues” and then seek more specific 
guidance when necessary.  

Business knowledge and, in particular, knowl-
edge about the business of the company you 
work for, is important for in-house lawyers in 
order to provide effective traditional legal 
support. This knowledge assumes greater im-
portance as you do more non-traditional legal 
work.  

Knowledge about technology is the other ma-
jor area that is now crucial and will become 
increasingly more important with modern ad-
vancement. Most in-house lawyers are reason-
ably competent at using the basic technologies 
relevant for their work.  
However, you also need to enhance your over-
all technology IQ and be able to make in-
formed decisions about what technology to 
acquire, develop, or leverage. Integrity and 
judgement have always been critical compe-

tencies or qualities for in-house lawyers. How-
ever, in times where there is a premium on in-
novation and collaboration, other competen-
cies — like empathy, foresight, adaptability, 
resilience, creativity, and emotional IQ — be-
come increasingly important.  

It will come as no surprise to hear that diversi-
ty of work and life experiences will provide 
you with unique insights and skills that you 
can apply to your in-house work.  

As former AB InBev General Counsel Sabine 
Chalmers suggested: “move out of legal alto-
gether and go into investor relations, sales, or 
M&A. Working in a different geography is also 
very helpful.”8  

What non-traditional skills are impor-
tant?  
In selecting the skills to include in my Every-
thing But The Law™ training program, the 
best reference point was my own experience as 
an in-house lawyer. The skills listed in the 
graphic below are the ones that, more so than 
others, really helped me to innovate, collabo-
rate, and add significant value over and above 
providing legal advice.  
Learning how to do these things will help you 
become a T-shaped lawyer. On the next page is 
you’ll find a brief explanation of these non-
traditional skills and an indication as to why 
they are important for in-house lawyers to im-
plement.  

Process improvement A process is any se-
quence of events with a start and an end point 
and a series of actions and decisions in be-
tween. Most of what you do can be reduced to 
a process. Engaging outside counsel or putting 
a Non Disclosure Agreement (NDA)
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in place with a customer are examples of pro-
cesses. Process improvement is about contin-
ually reviewing and optimizing a process.  
There are different process improvement 
methodologies ranging from simple process 
mapping to Lean and Six Sigma. Process im-
provement might sound very industrial and 
perhaps ill-suited to what many lawyers be-
lieve to be an artisanal practice like law.  
However, if you learn how to use it, you can:  
• Help address problem areas and identify ac-

tivities that the legal department should start 
or stop doing;  

• Collaborate with business colleagues to im- 
• prove business processes and, at the same 

time, transfer ownership of tasks that should 
not be done by lawyers; and,  

• Lay the essential groundwork prior to the 
adoption of any new technology.  

Project management   
Project management and process improve-
ment are often incorrectly used interchange-
ably. They are related but distinctly different 
skills and have different uses. The best way to 
explain the difference is with an example. 
When a company acquires another company, 
it is a major undertaking or a project.   

To achieve an optimal outcome, it requires 
cross-functional collaboration and coordina-
tion to provide various deliverables on time 
and within budget. Project management refers 
to that coordination in relation to that project. 
Each acquisition may have its own unique 
considerations, but a company can define an 
optimal process, with variations, to follow 
every time it acquires another business. Over 
time, it can refine and improve that process.
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“I believe that if you treat business partnering 
as a skill, and spend time on developing it, 
then it enables every lawyer to collaborate 
with their business colleagues to enhance 
value over and above providing legal advice.” 

Confusion can also arise when law firms stress 
the importance of legal project management 
because, from their perspective, most matters 
are viewed as a project. Much of what you do 
as an in-house lawyer would not qualify as a 
project. However, some transactions, includ-
ing disputes or initiatives, do require project 
management. If you have the time and ability 
to project manage, it is an excellent way to col-
laborate with your colleagues and show busi-
ness leadership.  

Design (or creative/innovative) think-
ing   
Design thinking9  is becoming a critical new 
skill in the business world. It is best known as 
an iterative process, involving regular feed-
back that anyone can follow to rapidly develop 
products and services that meet a user’s real 
needs. Lawyers are also starting to experiment 
with it. For example, when I was working in-
house as head of global compliance a few years 
ago, I led a design thinking workshop to tackle 
the well-known problem of providing corpo-
rate employees with engaging online compli-
ance training. I observed first-hand how it fa-
cilitated a reframing of the problem, which re-
sulted in the development of a breakthrough 
video product that I now market.  

Of all the different business and legal-specific 
innovation concepts, design thinking is partic-
ularly useful for lawyers because it helps you 

to see familiar problems in new ways through 
the eyes of your clients. It can be used for col-
laborative innovations, but also for presenta-
tions, contract drafting, and providing advice 
on an everyday basis.  

Business partnering   
Being viewed by colleagues as a business part-
ner or trusted advisor is something that most 
legal departments rate very highly. But in my 
work helping departments all over the world, I 
am often told that business partnering is not a 
skill but rather just “something we do.” That 
probably explains why, despite its undisputed 
importance, very few legal teams have re-
ceived training on business partnering. As a 
result, lawyers working on the same team of-
ten have a completely different understanding 
of what it means. Some instinctively do it.  
Others have concerns and don’t do it at all. I 
believe that if you treat business partnering as 
a skill, and spend time on developing it, then it 
enables every lawyer to collaborate with their 
business colleagues to enhance their value 
over and above providing legal advice. 

Business leadership 
Business leadership is really an advanced 
form of business partnering with a few fun-
damental differences. First, unlike business 
partnering, you need to create and invest addi-
tional time in business leadership initiatives. 
Second, it invariably requires a more strategic 
focus and an ability to lead a cross-functional 
team. Third, and the reason it is such an im-
portant skill, is that it can provide an opportu-
nity to innovate and make a significant busi-
ness impact. Like everyday business partner-
ing, business leadership is a skill that needs 
to be developed. General leadership training
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will help, but there are many unique consider-
ations for an in-house lawyer to identify a 
business leadership  opportunity, then collab-
orate with and lead their business colleagues. 

Risk management 
 It is often said that the primary role of  a 
lawyer is risk management. Despite  it being 
so important, very few inhouse  lawyers have 
received any formal  training or guidance on 
the topic.  
The result is often an inconsistency in  advice 
between lawyers on the same  team, as well as 
a missed opportunity  to add value.   

Risk management is a critical skill  for in-
house counsel for a number of  reasons:   
1. If it is understood that risk  identification 

is just the first in a  multi-step process, 
then it can truly  aid optimal business deci-
sions. 

2. If you apply risk management to all  types 
of risks, not just legal risks,  then you can 
enhance your value.   

3. Risk can and should inform what  work you 
decide to do and how you  decide to do it.   

4. Risk is one of the most crucial  levers for 
innovation in the legal  department.   

Technology 
   Enhancing your ability to use technology  for 
efficiency is a frequently discussed  and impor-
tant skill. Technology  can also offer opportu-
nities to innovate  if you know how and when 
to adopt  technology for the legal team and/or  
your business colleagues. To do that  requires 
a consideration of many different  factors and 
a new set of skills.  Some of these are touched 
on in the  article “Will law firms become soft-
ware  companies — the implications for in-

house  lawyers.”10  These skills include  the 
ability to:   
• Decide whether technology is the  best solu-

tion, or whether process  improvement will 
suffice;   

• Prioritize and define your  technology needs 
with a technology  plan or roadmap for your  
department so that technology  decisions are 
based on a strategic  process and not on a 
reaction to  vendor pressure;   

• Develop and implement a data  plan to cap-
ture operational and  knowledge data in a 
structured way;   

• Identify and repurpose existing  technologies 
used by the company;   

• Decide whether to make or buy  software;  
• Write software code (although  this is not an 

essential skill for all  lawyers as explained in 
this article);   

• Manage the production of software  in ap-
propriate cases using internal  and/or exter-
nal resources;   

• Select and work with the most  appropriate 
third party vendor and/or consultant; and,  

•  Hire and manage tech-savvy team members 
(who may not be lawyers)  where appropri-
ate.   

Few lawyers have the above skills  and related 
experience. Some might  ask: “How difficult 
can it be? I’ll just  figure it out.” But it is easy 
to get  technology adoption wrong, and the  
consequences can be significant. At  best, it 
will mean a waste of time,  money, and effort. 
At worst, it can  create problems for the legal 
team and  for any work colleagues who use the  
technology. The prudent thing to do is  to en-
hance your skills in the above areas  through 
training and/or guidance  from those with rel-
evant experience.
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Change management and leadership 
It is important to remember that using  these 
new skills — and any innovations that arise as 
a result — involves change both for the legal 
team and for your business colleagues. Learn-
ing how to apply change management princi-
ples maximizes your chances of turning great 
ideas into lasting change.  

Leadership has always been important. How-
ever, in times of change, it becomes a lot more 
challenging.  
Many of you will have had leadership experi-
ence and training. However, rarely does that 
experience or training prepare you for new 
leadership challenges such as:  

• How to create an inspiring vision that repre-
sents a clear picture of the change you want 
your team to make;  

• Preparing an innovation plan as opposed to 
making ad hoc changes; and,  

• Leading a cross-functional virtual team.  

It is important to continue to refine your lead-
ership skills so that you can not only manage 
the changes happening in the legal industry, 
but also lead change for the legal team and for 
the company.  

Where can you source training on these non-
traditional skills? In-house lawyers have his-
torically sourced training from law schools, 
law firms, legal conferences, and the internal 
training provided by your company.  

With some notable exceptions in North Amer-
ica, law schools around the world have been 
slow to respond with changes to their under-
graduate and postgraduate curriculum to meet 

the demand for non-traditional skills and 
knowledge. As a result, the best that law stu-
dents can do is to include relevant and avail-
able general business and technology subjects 
in their courses.  
Law firms will continue to provide robust 
training programs on traditional skills for 
lawyers fortunate enough to work for the firm. 
Firms also provide valuable legal updates for 
in-house legal departments.  

Progressive firms are starting to extend the 
scope of this training, beyond legal knowledge 
and skills, in an attempt to retain an ongoing 
and relevant training support role. The chal-
lenge for firms is that, for many of the reasons 
raised in the first section of this article, there 
is an ever-widening “gap” in the way that in-
house and law firm lawyers work.  

As a result, traditional law firms don’t have the 
same need for, or relevant experience in, ap-
plying non-traditional skills. However, recent-
ly some firms have started hiring external 
trainers to provide training on some non-tra-
ditional skills for clients as well as their own 
employees. 

 The major challenge for legal departments, as 
well as the traditional training providers, is 
finding someone who not only understands 
these nontraditional skills, but also has rele-
vant experience at applying the skills as an in-
house lawyer.  

If you can’t find someone with that experience, 
then the next best solution is to find someone 
who can at least teach you the theory. You can, 
as I did, learn how to apply the skills on the 
job through trial and error.
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Conclusion 
There is a lot of negative talk in the press 
about job prospects in the legal field and it 
may be that “traditional” legal roles in tradi-
tional firms and departments are in decline. 
However, by taking steps to develop and apply 
critical non-traditional skills, you will, as 
much as possible, insure yourself against 
whatever changes may come your way in the 
future. By becoming more creative, innovative, 
and collaborative with your business col-
leagues, you will ultimately add value for your 
organisation. At the same time, you will in-
crease your marketability and do more varied 
and interesting work. This is also how you can 
become a T-shaped lawyer.  
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