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More for less 



www.youtube.com/watch?v=POZoVsGD_Ps&index=5&list=P
L_500m6Wb0wjTjKDoM_G7MkIqLWtvCm0o

2

Richard Rosenbaum, CEO of Greenberg Traurig

http://www.youtube.com/watch?v=POZoVsGD_Ps&index=5&list=PL_500m6Wb0wjTjKDoM_G7MkIqLWtvCm0o


Today you will…..

1. See the latest research

2. Learn from the leading 
innovators in the legal 
sector

3. Get practical ideas for

– Cementing client 
relationships

– Locking out the competition

– Improving profit margins
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Today’s agenda
More for less
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CHANGE
How the legal 
market is 
changing

MORE
Delivering 
outstanding 
client service

LESS
Improving 
efficiency



Introductions

Founder of  Meridian West. 

Ben’s clients include KPMG, PwC, Farrer & Co., Nabarro, 
Simmons & Simmons, Linklates, Allen & Overy, Canada 
Life, JPMorgan and Sackers. 

• Ben started his career as a corporate lawyer at 
Freshfields. 

• Runs client feedback & innovation programmes and 
provides client service & pricing training.

• Written books and articles and presented at seminars on 
the habits of a commercial adviser, project management 
and innovation in professional services.



6

CHANGE
How the legal 
market is 
changing
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Challenge 1 - More 

sophisticated and 

demanding clients

Challenge 2 -

Disruptive 

technology 

Challenge 3 -

Intense 

competition from 

traditional firms 

and new comers

Good news -

New sources of 

demand
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Good news -

New sources of 

demand



23/01/2017

9

More risk = more demand for lawyers

46%: Increase in the volume 
and complexity of 

regulation

40%: Data security and 

protection

40%: Ensuring compliance around 

the globe with differing 

regulatory landscapes

38%: Reputational risk

28%: Increasing complexity of 

contractual agreements with 

suppliers and other business partners

“One of the things that’s really 
happened in the last couple of years 
is that the execution and completion 
of deals has got horrendously more 
complicated as a result of increased 
regulation.” 
Giles White, Jardines
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Challenge 1 - More 

sophisticated and 

demanding clients



The future client
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GCs more strategic
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67% say that the 
General Counsel is 
now more involved in 
the formulation of 
business strategy than 
he/she was in the 
past.

“When I joined the company (2-3 years ago), my role as general counsel was 
positioned from the outset as a senior leadership role. I literally sit alongside the 
managing director, the finance director and the strategy director – I am part of that 
unit. My visibility to the rest of the firm imbues the role with the seriousness of 
being at the heart of the business.”
Giles White, Jardines



More for less

are under pressure to 
deliver more value for 
less cost.

have increased the 
amount of work done in-
house 

“There is pressure on us 
to reduce costs so we 
need to think outside the 
traditional law firm. At 
the same time as looking 
for something cheaper, it 
is very important for us to 
maintain quality.” 
Bank, Asia-Pac

86%

51%

13



….But also innovate and add value
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1. Come to me 
with ideas

2. Offer ways to   
manage 
projects 

efficiently  



But … how serious are law firms about changing their 
delivery model?
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The opportunities

1. More strategic advice

2. Desire for partnering 

3. Appetite for innovation
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Challenge 2 -

Disruptive 

technology 
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1. Expansion into 
new markets 

2. Sector 
focus

4. Reducing cost of 
service delivery 
through "unbundling"

3. Integrating 
technology into 
service delivery

5. Solving problems 
in new ways by "re-
bundling"

6. The technology 
supported 
professional

?

The age of “technology supported professionals”



Technology is changing the business model

"We’ve had tech coming into the law 
firm model in the past, but it was 

safe tech. E-mail didn’t change what 
lawyers do, it just made it quicker.

But this new way of tech will change 
the business model. You can’t just buy 
this tech and plonk it in the office. It 
requires a discussion about how to 

integrate it, how to make sure it 
delivers for you and the client.”
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Tony Joyner, 
Managing Partner -

Herbert Smith 
Freehills’



https://www.youtube.com/watch?v=a2qei9mpA0M
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https://www.youtube.com/watch?v=a2qei9mpA0M


River view – dashboards to track cases
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Legalzoom – DIY tools for individuals and businesses
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Case study: ThoughtRiver
Using artificial intelligence in contract management
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Tim Pullan's story
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Lex Machina – Using AI and Big Data to predict case 
outcomes
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Dentons



18%

35%

35%

35%

41%

41%

47%

53%

76%

76%

24%

29%

41%

29%

18%

18%

18%

12%

12%

53%

29%

12%

35%

35%

35%

29%

35%

12%

18%

6%

6%

12%

6%

6%

6%

6%

Using artificial intelligence

Diversifying into new service areas

Client journey mapping

Forming joint ventures with other suppliers to offer a
joint offering to clients

Developing new project management approaches

Process mapping

New staffing arrangements

Off-shore / near-shoring  centres for document review
and repeatable tasks

Developing new pricing models

Developing on-line services and interfaces for clients

Doing Now Planning to Do Next Year Neither Doing nor Planning to Do No Answer
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Evidence suggest there is lots of innovation happening
Particularly in new services, pricing models, offshoring



Law firms now investing heavily in technology
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Opportunities

1. Appetite for on-line portals

2. More time spent on value-add and less 
on document review and admin

3. Potentially lucrative new services 
(higher margins, plus lock the client in)

4. Keep a watching brief on AI

30
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Challenge 3 -

Intense 

competition from 

traditional firms 

and new comers



Over-supply of lawyers
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In 1990 there were 10,697 lawyers registered with the 
Israel Bar Association. 

As of the beginning of 2014 there were 53,750 registered 
lawyers in Israel. 

Israel has the highest number per capita of lawyers in the 
world, with 585 lawyers per 10,000 people.



More price competition, non-traditional service 
providers and slower growth in profits
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Q: Which of the following 

legal market trends do 

you think are temporary 

and which will be 

permanent?



Clients plan to use non-traditional service providers 
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35http://obelisksupport.com/#

http://obelisksupport.com/


New competitors
EY

• “Systematic assessment and mitigation of legal 
risk is a relatively new area and combines EY’s 
legal ambitions with its proven expertise in the 
risk assessment and mitigation arenas.”  
Matthew Whalley

• “Along with specialising in legal risk Whalley is 
also a leading voice in contract robotics. He was 
an advocate of BLP’s use of artificial intelligence 
(AI) software RAVN within its real estate and 
commercial practices.” The Lawyer
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https://www.thelawyer.com/news/practice-areas/information-technology-news/blps-whalley-using-ai-for-processing-is-just-the-beginning/3040095.article


Competition from non-traditional service providers 

“How are legal 
services working 

for you?

37

“Wonderful – we don’t use 

lawyers anymore.

95% of my company’s legal 

issues are work force and 

health and safety-related.  A 

service provider, not a law 

firm, handles all of this. 

They come in, they write our 

manuals, they train our 

people and they do 

compliance audits.”



New competitors
Citation

• PE backed

• Employment and Health & 
Safety

• Employs lawyers 

• Plus specialist roles – sales, 
on-boarding, and account 
managers

• Atlas On-line portal

• Very commercial advice

• Guaranteed advice

• Client segmentation
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The incumbents will thrive if they can innovate
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What are your views?
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Positive impact on my firm

Negative impact on my firm

Incremental 
change

Radical 
change



Opportunities and challenges
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Meridian West’s predictions
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2025



The law firm profit levers
In the olden days

Profit 
per 

partner

Overheads

Utilisation

Billing rate

Leverage
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?



Start of a downward trend
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Overhead expenses

Blended 
billing rate

20142004

Utilisation

Leverage

Source: Remaking Law Firms: Why and How, George Beaton

Profit 
per 

partner

Overheads

Utilisation

Billing rate

Leverage



Stats to back this up

”We have seen downwards trends in net profit margins in all but in the Top 
10 since 2005. 

Margins in the Top 26-50 have shown the most significant decline, falling from 
30% to 23.1%, a trend that in our view is not sustainable. 

When we look into the drivers of this, we see increasing utilisation and rising 
fees per fee earner more than offset by greater staff costs, particularly the 
increasing cost of fixed share equity partners.”
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The rise of “New Law”

Traditional 
Law

New 
Law

Sales Lawyers sell and produce Sales and production separate

Hourly rate Alternative fee arrangements

Delivery by lawyer Delivery through diverse team 
supported by technology

Delivery Legal advice Risk management

Continuously improved 
process

Re-engineered processes

In-person In-person and on-line

Governance Partnership Corporation

Consensus Leadership

48
Source: Remaking Law Firms: Why and How, George Beaton

The Big Law - New Law Business Model Continuum



A new diverse ecosystems
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Traditional Law New Law



Some new species of legal services provider 
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Diversified 
professional 

firms

“New 
law” firms

Contract 
lawyers 

providers

Re-made 
law firms

Traditional 
law firms

Specialists

Artificial 
intelligence

Bundled 
service 

providers



Time for a break
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MORE
Delivering 
outstanding 
client service



How to deliver outstanding client service, cement 
relationships and lock out the competition

What are 
the issues?

Options 
for change 

Case 
studies

Creating a 
plan

53
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Which of the following activities does your firm plan to do more of in 2016 
compared with the previous 12 months? 
Which one of the following activities is highest up your priority list for 2016? 
Base size: 81

What do you plan to do more of this year? 

Client service top priority for 2016 for professional firms

79% 77% 76%

66% 66% 63% 62%
56%

49% 49%

33%
27%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%



Clients exerting more pressure

Everybody feels that clients have 
tasted blood, and are not prepared 
to go back to the old days. 

Top 10 law firm partner

55

“

”



Improving customer service pays
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“Successful projects for optimizing 
the customer experience typically 
achieve revenue growth of 5 to 10% 
and cost reductions of 15-25% within 
just two to three years.

Moreover, companies offering 
exceptional customer experience can 
exceed the gross margins of their 
competitors by more than 26% while 
they make their employees happier 
and simplify their end to end 
operations”



Improve client service – improve realisation by 3% - improve 
profits by 26%

Lawyers Avail. hours Utilisation Rate
Gross 
revenue

Realisation Net revenue
Operating 
profit

150 2080 70% $145 $31m 63% $20m $3.5m

Lawyers
Avail. 
hours

Utilisation Rate
Gross 
revenue

Improved 
realisation

Greater 

net 
revenue

Higher 
operating 
profit

150 2080 70% $145 $31m
66%

+3%

$20.9m

+900k

$4.4m

+26%



Easy contactable

Developing deeper, 
trusting relationships

Quality of legal advice

Being clear about fees

Value for money

Commercial insight

0%

5%

10%

15%

20%

25%

30%

35%

40%

45%

50%

55%

60%

65%

70%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

The areas to focus on are consistent with last year
Pricing, scoping and commerciality
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Importance to clients - % rating as “Essential” (2014)
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Clients’ views

Advisors have 
become too 

specialised. They 
don’t move 

around in their 
careers.

Advisers don’t 
advise.  They are 

too worried about 
their professional 

indemnity 
insurance.

The ability  to make 
a simple, easy to 
read document.  I 
have never seen 

one from a lawyer.

I have only met 
two lawyers that 

can count.



Delivering commercial advice
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It is almost like I am in 
check.  I don’t want advice 

from someone who just 
understands how the 

knight moves.  I want to 
understand how all the 
pieces move and hence 
what my options are.



Lawyers expected to be more strategically focused
Data management becoming an increasing challenge

61

8% 25%

19%

4%

4%

40%

36%

46%

12%

27%

42%

49%

82%

0% 20% 40% 60% 80% 100%

Cost budgeting is putting pressure on fees

Addressing the volume and nature of data is a
significant challenge

Lawyers are expected to project manage matters
effectively

It is becoming increasingly commercial and we
need to consider the cost/benefit to the client

Strongly disagree Disagree Neither agree nor disagree Agree Strongly Agree

Q2: On a scale of 1 to 5 to what extent do you agree with these 
statements about your role?
Base: 85



Ideas for delivering outstanding client service
4 options 

Do nothing

A. Incremental 
change

Beginning on the journey 
of understanding clients

1. In depth interviews with 
key clients, and follow up

2. CRM systems

3. Some soft skills training
with lawyers

4. Lead client partner

B. Managing the 
client experience

Putting processes and 
measurement in place to 
deliver consistent service, 
but the organisational 
structure is traditional

1. Comprehensive client 
insight programme –
relationship reviews, post 
matter, post pitch

2. Closed loop follow up on 
feedback

3. Simple targets for client 
experience eg NPS

4. Using market intelligence 
– sector and company reports

5. Comprehensive skills 
development

6. Linking client feedback 
with appraisals and reward

7. Thought leadership

C. Truly client centric 

Building the firm around the client. 
Using technology and developing new 
delivery models

1. Client Journey Mapping

2. Different delivery models (eg
contract lawyers, off-shore, JV)

3. Client Charter with minimum 
service standards

4. Specialist roles – sales, project 
management, account management

5. Programme of innovative new 
services (combining legal and 
business consulting)

6. Using client segmentation and 
analytics to personalise BD and 
service delivery

7. Use technology platforms and 
portals

8. Artificial intelligence

9. Board level client champion (who 
can co-ordinate the firm)

62



Practical things you can do
Key account programme

• A small number of accounts 1-10

• Create a plan

• Research their business

– Company accounts

– Google Alerts

• Appoint a relationship partner

• Preferential treatment

– Training

– Strategy sessions

– Preferential fees

– Recommendations

63



Getting client feedback

• On-line survey (Survey Monkey) after each matter

– No more than 10 questions

– How we did

– Comparisons to other firms

– Outstanding individuals

• In-depth reviews

– No the lead partner

– 60 mins

– Follow up with issues

• Staff feedback

64



Round tables and seminars

• People from their sector

• Discursive

• Legal / Business issues

• Over lunch 
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Coffee catch-ups

• At all levels of the firm

• Their peers

• Huge impact

• Track it

– Make it a competition

66



Training for young lawyers

• Soft skills

– Listening

– Holding meeting

– Rehearsing with partners

• Business

– Finance

– Mini MBA
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Case study – London law firm specialising in private 
and corporate clients

• Year one

– Client survey 

– Reports – individual clients, practice 
areas, firm wide

– Partners Conference – facilitation session 
to create client service plan

• Year two

– Key account programme

– Training

68



Thomas Eggar

• Work experience.  - 2-3 days

• Client feedback

• Partners sharing their tricks

• On-boarding session
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Result…..

• Award

• No 1 for client 
service

• Helps win new 
work

70



Case study 

• Meridian West provided 

– A framework for delivering commercial 
advice

– Workshops for all lawyers and partners

RESULT  

• One of the greatest benefits of the workshop has 
been an improvement in Coffin Mew’s pitches 
and credentials documents. “In our pitch 
documents we now talk about our commercial 
focus, saying “this is how we do it” and “this is 
what it means”. 

• We use the habits of commerciality as a guiding 
principle. We are not yet a year in to the 
Commerciality Programme, but we are starting 
to win more work.” 
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Content marketing

• Technical and legal issues

• Use to produce white papers, articles, reports

• But also 

– An excuse to visit the client

– Seminars

– News 
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Bringing clients new ideas
Thought leadership campaigns
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Step 1 – Split into groups of 5
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Step 2 - Pick one idea between you
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A. Incremental change

1. In depth interviews with key clients, and 
follow up

2. CRM systems

3. Some soft skills training with lawyers

4. Lead client partner

B. Managing the client 
experience
1. Comprehensive client insight programme –
relationship reviews, post matter, post pitch

2. Closed loop follow up on feedback

3. Simple targets for client experience eg NPS

4. Using market intelligence – sector and 
company reports

5. Comprehensive skills development

6. Linking client feedback with appraisals and 
reward

7. Thought leadership

C. Truly client centric – building the 
firm around the client

1. Client Journey Mapping

2. Different delivery models (eg contract lawyers, off-
shore, JV)

3. Client Charter with minimum service standards

4. Specialist roles – sales, project management, account 
management

5. Programme of innovative new services (combining
legal and business consulting)

6. Using client segmentation and analytics to 
personalise BD and service delivery

7. Use technology platforms and portals

8. Artificial intelligence

9. Board level client champion (who can co-ordinate the 
firm)



The benefits

The Plan

Resources

Step 3 – Develop an implementation plan
Plan on a Page

Team

The idea in a nutshell



LESS
Improving 
efficiency



What are 
the issues?

Options 
for change 

Case 
studies

Creating a 
plan
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Subdued demand

“Based on Thomson Reuters Peer Monitor 
Data, demand growth in the U.S. legal 
industry since 2010 has been hovering 

between 1 percent occasionally even turning 
negative, with a moderate o.5 percent for 

2014.”

80
Source: Report on the State of the Legal Market (2015).



More for less

“ Clients want more choice of service delivery at 
lower cost but no reduction in quality. In other words, 
they want to have the cake, eat it and lose weight.” 

Partner
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Client legal depts. more innovative than law firms

“As clients have applied theories of process management (such as 
Lean Six Sigma) to work so as to unbundle legal services into more 
manageable stages, and to look at solving problems with greater 

efficiency and with technologies and workers specifically trained for 
the task, they have become less enamoured of law firms doing all 
that work at a much higher price and with greater inefficiency.”

82
Source: Report on the State of the Legal Market (2015).



Profit is leaked at all stages
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$$$$$ $$$$ $$$$$$$$ $$$



But the lawyer mindset is a barrier
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Problems in project management
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Multiple iterations of key documents

Tasks not being delegated at the right level

Unclear accountability for tasks within the project team (e.g. not
being absolutely clear who is doing what)

Assignments not hitting target profit margin

Having too many stakeholders involved from the client’s side

Poor use of precedents and templates

Failing to keep the client updated on progress

Clients not delivering their inputs on time

Inadequate time-recording (e.g. time not fully recorded)

Poor use of technology to improve efficiency

Difficulty to have budget conversations with clients when the
assignment is going beyond scope

Not being able to track how profitable a project is in real time

All the time Very often Sometimes Rarely Never

Q: Thinking about your firm in general, how often do 
advisers in your firm encounter the following issues? 



Practical ideas

• Train staff on finance, fee negotiation and project management

• Create a pricing tool 

– Learn from experience

– A 2nd pair of eyes

• Do proper scoping of a matter

– Up front conversation with the client about assumptions and how to change

• What can we take out, what can we take out

• Standardise processes and templates

– Clarify tasks, time estimate, and who does it

• Deal with scope creep 

– Keep clients up to date

– Sharepoint portal

– Before the work is incurred
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Ideas for delivering greater efficiency
4 options

Do nothing

A. Pulling the 
internal levers

Using traditional 
methods to improve 
profitability which focus 
on managing people’s 
time and internal 
structures

1. Measuring and 
targeting utilization

2.  Increasing leverage 
(through de-equitisation)

3. Cutting overheads / 
outsourcing

4. Improved time 
recording

B. Improving 
pricing and matter 
management

Improving the way that 
client engagements are 
managed to improve 
efficiency and certainty for 
the client

1. Better pricing tools and use 
of alternative fee 
arrangements

2. Process mapping

3. Practice management 
software to track profitability

4.  Training on pricing, 
negotiation and scoping

5. Standardising project 
processes e.g. checklist, 
templates

6. Hiring project managers 
and establishing PMOs

C. Re-imagining the firm

Using technology and new delivery 
models to radically improve 
productivity

1. Process automation e.g. contract 
management

2. AI and document review / analysis 

3. Different delivery models (eg
contract lawyers, off-shore, JV)

4. Specialist roles – sales, project 
management, account management, 
technologists

5. Data analytics to understand 
profitable client types, targeting, sales 
optimisation

6. Remote working and networked 
firms

7. Re-balancing the pyramid with 
fewer juniors
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Structured Delivery of Legal Services

“That is how we landed on the name ‘Gowlings Practical’. We 
simplified the project management cycle into four steps, which are 

intuitively obvious. Liam and I fastened on the concept of ‘just 
enough’ project management. A light touch. It shouldn’t take a lot 

of effort.”

88
Source: Mark Tamminga, 

Mark Tamminga

Leader of innovation initiatives and former managing partner at Gowlings



BCG’s analysis
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Case studies
Axiom

• Fast growth - 1,000+ lawyers and 2,000+ 
employees across 3 continents

• Process methodologies - Axiom deploys a 
number of process methodologies including 
standardized workflows, playbooks, QC 
methods and operating procedures. 

• KPIs - Axiom reports detailed performance 
against contracted metrics, including 
workload, throughput, accuracy, consistency, 
milestone achievement and cost versus 
budget.
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Axiom’s process methodologies
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“What we try to do on a complex project, such as the novation of 
50,000 contracts, is to get the right balance between our lawyers

and paralegals on the one hand and our bench of operational 
experts on the other. Lawyers are usually the most expensive cog 
in the wheel, so we need to get the balance right  - there needs to 

be sufficient legal expertise that we can deal with the technical 
legal questions, but not too many lawyers so the whole system is 

really expensive. 

So we spend a lot of time structuring the work up front, 
breaking down exactly what needs to be done – for example, 

which clauses in the contracts needs to be reviewed, what kind of 
counterparty outreach needs to happen, and so on  -and building 
playbooks and workflows. That allows us to work out how much 

lawyer time versus paralegal time versus negotiator time we 
need……And we think hard about how we can use technology to 

support the legal work as well.” Nick West, Axiom

Source:
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CHANGE
How the legal market is 

changing

MORE Delivering 
outstanding client service

LESS
Improving efficiency

The Global Legal Market - The More for Less Challenge

”We have seen downwards trends 

in net profit margins in all but in the 

Top 10 since 2005.” 

67% say that the General Counsel is now 

more involved in the formulation of 

business strategy than he/she was in the 

past.



If you would like to find out more
Please contact me +44 (0)20 7261 4701 or 
bkent@meridianwest.co.uk

• I will happily email you the following reports as soon as I get back to the UK
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