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Accelerating upwards!
By Gerry Riskin

elcome to our second Edge International Review for 2010.

We are so excited to begin with articles by the newest

members of our team: Pam Woldow and Doug Richard-
son (both lawyers and extraordinary senior consultants joining us from
Altman Weil) and John Plank (the finest presentation coach to lawyers
and TV personalities in the world). Check out their stellar biographies
at www.edge-international.com.

These key additions reinforce our growing reputation as the leading
international consultancy for law firms. It is an amazing privilege for us
at Edge to serve our firm clients globally. Just as you experience in the
practice of law, we continually learn and gain insights through serving
some of the finest lawyers and law firms in the legal marketplace.

In this issue, you'll find articles relating to legal project management,
collaboration within law firms, pricing tactics, fast-track strategies, en-
gaging presentations, marketing and branding with an Indian flavor,
and a unique and thought-provoking item on what lawyers can learn
from, of all things, pencils. Your candid feedback is always welcome, as
are your suggestions for future topics and themes of interest.

You will find an electronic copy of this and previous editions of the
Edge International Review at our website. You are welcome to download
and share full editions or individual articles among the members of

your firm. Enjoy!

Gerry Riskin
Founder
Edge International
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What's the Best Way
to Grab the Flomez®e

The rapid emergence of legal project management (LPM) as a powerful
new source of energy in the legal profession resembles the discovery of fire.
It hot, its new, and everyone is gathered around, trying to figure out
how to put it to best use. Cautious types shrink from picking it up. But
first-movers who dare to grab it and bend it to their will suddenly find
themselves in positions of power at the head of the clan.

By Pamela Woldow
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tripped to its essence, legal project

management is a logical sequence of

activities in which a law firm and its

client collaborate to agree on goals, de-

fine the value of service, allocate re-
sources, create a realistic and comprehensible
budget and action plan, develop critical work paths
and performance measures, try to anticipate and
limit bad surprises, and employ transparent com-
munication protocols.

We shouldn’t oversimplify LPM, because man-
aging complex legal projects demands equally so-
phisticated planning and execution. But in working
with clients to implement LPM training, we do try
to demystify LPM as much as we can. LPM’s sheer
novelty and its frequent association with quantita-
tive, I'T-driven industrial project management ap-
proaches tends to generate predictable resistance
among lawyers. Effective LPM training programs
must respect and address this resistance.

LPM is a discipline still in its infancy, and law

firms are struggling with the challenge of how to
introduce it, initiate it, implement it and develop it until it becomes an ac-
cepted part of the fabric of the firm.! As a basis for any law firm LPM train-

ing initiative, let me suggest a few pointers:

1. MAKE LPM AN EXERCISE IN LPM

LPM can practice what it preaches. By that I mean, the basic LPM action se-
quence can and should be applied to the rollout of LPM itself and to the design
of LPM training initiatives. LPM calls on all stakeholders to collaborate to:

A. scope the project;

B. allocate resources and identify constraints;

' * Legal departments also wrestle with internal LPM-related implementation challenges,
but the stakes are slightly different because in law firms, LPM has direct consequences
for profitability. LPM holds enormous promise for cost centers (i.e., legal departments) as
well, but implementing LPM in-house tends to be easier. Few legal departments are as
large as major firms, with their hundreds of partners, associates and paralegals, so LPM
implementers are not immediately faced with daunting challenges of scope and geog-
raphy. This article will confine itself to law firm LPM implementation.
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C. plan the project thoroughly, carefully, and comprehensively;
D. execute the plan;
E. monitor progress objectively and dispassionately; and

F. review and discuss lessons learned.

This last step is incredibly important. In large firms with many offices and
hundreds of lawyers, there will be an understandable desire to cast all the
LPM protocols in stone at the outset and then start the implementation ma-
chine rolling forevermore. But it’s not enough that a lot of people receive
training; given what the firm is promising clients about the benefits of LPM,
it is imperative that lawyers and paralegals actually learn from the training.

So you must solicit participant feedback, ask for suggestions, swallow pride
of authorship, and be willing to make mid-course corrections, even during

Phase 1 rollout.

2. START SIMPLE

Too frequently, experienced project management practitioners cross the
line to become zealots, touting the myriad capabilities of fully mature, fully
institutionalized LPM. This can really terrify the troops, or at least turn
them off.

At the early stages of LPM implementation, don'’t tout it as a Swiss army
knife that can do anything, if only you can get it to open. Just as your child’s
first car should be a Toyota and not a Ferrari, accept that initial LPM efforts
must be at the level of “LLPM 101”: comprehensible, manageable, and built
around core constructs to which greater sophistication can be added later.

3. BITE THE BULLET

In large firms, LPM training can get expensive. In particular, the cost of de-
signing reams of materials customized to different lawyer levels and con-
ducting scores of focused workshops may make your eyes water. Why so
many workshops? Why not a smaller number of mass presentations?

Our team’s experience is that if LPM is ever to get beyond lip service in
your firm, lawyers must dive in and get their hands dirty with numerous
LPM activities in a highly interactive process keyed to real-life case studies
— preferably ones designed around the firm’s actual clients, practice and
engagements. Workshops with more than about 25 participants miss out
on that experiential learning, resulting in bored lawyers turning to their
BlackBerries.

'The process of gathering initial information, designing the program, and
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customizing case studies requires time and expense. The good news is that
these upfront design costs will be amortized as the firm’s LPM training con-
tinues over time. True, total program costs correlate with the number of work-
shops. But the unit cost of each workshop drops dramatically once initial

scoping and planning are done and LPM training enters the execution stage.

4. CHOOSE A HORIZONTAL OR VERTICAL APPROACH

In our LPM design work, we often find ourselves at the heart of the “hori-
zontal vs. vertical” debate. The “horizontal” perspective says you should train
all the firm’s lawyers at a certain level in an intensive series of workshops.
'This approach says, in effect: “In order to get full-immersion LPM exposure
and teach large groups of lawyers the same precepts as quickly as possible,
let’s have workshops that include same-

level lawyers from different practice areas.” Just as your child’s first

This is the fastest way to build LPM mo-
mentum within a firm.?

Inherent in the horizontal approach is
the need for layers of programs. Typically,
we recommend training the partners first,
because the “value proposition”is different:
their programs go lighter on the “nuts and
bolts” of daily matter management and
heavier on teaching the powerful business
development and client relations benefits
that LPM confers. For lower-level lawyers

and staff, our team will focus more on

car should be a Toyota
and not a Ferrari, inifial
LPM efforts must be

at the level of “LPM
101": comprehensible,
manageable, and
built around core
constructs.

teaching practical tactics, tools and techniques to the people who will do the

actual LPM heavy lifting day-to-day.

In contrast, the vertical approach trains members of particular client teams

together. This “intact group” approach allows the people who work together
daily not only to learn the mechanics of effective LPM, but also to develop
the collaborative relationships and trust that really make LPM sing. Vertical
LPM training is extremely interactive. Its costs may be higher, however, be-
cause a firm with many different client teams will require several customized

workshops with attendant design demands.

2 A horizontal sub-category adds: “Let’s bring all the practice group members together in their own work-
shops, so we can design bespoke case materials that will be realistic and useful fo them.” This is an effec-
tive training approach, but it does require an extra increment of design time.
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Different LPM training approaches are not mutually exclusive. One
enlightened AmLaw 100 firm has planned an intensive hybrid Phase 1
program that includes awareness briefings, pilot programs, LPM 101
workshops, client team workshops, “train-the-trainer” sessions, and post-
training coaching. At the end of Phase 1, the firm will know what works
best for its lawyers, and Phase 2 will draw on those lessons.

Post-training coaching for participants often makes the difference be-
tween adoption of LPM and backsliding. The first few weeks after an initial
LPM workshop are the most crucial in determining whether a lawyer will put
LPM to use thereafter. Applying LPM to a real-life project is the best way
to get lasting buy-in, and the availability of an LPM-trained coach to address
practical application questions is invaluable at this point.

5. HOW LONG SHOULD A MAN'S LEGS BE?
Long enough to reach the ground, said Abraham Lincoln. Similarly, the ideal
workshop length is shaped by the tension between training effectiveness and
the practical constraints of feasible attendance. It’s just not reasonable to take
large “horizontal” groups of timekeepers away from their desks for much
more than half a day.

In the course of a full-spectrum LPM rollout, we often plan immersion at

different depths: perhaps

A. a basic LPM Awareness Program to build buy-in with executive firm

management (the “sniff test”);

B. a longer LPM Pilot Program for practice group leaders (the “tasting

menu”);

C. a series of hands-on, case-study driven “LPM 101” programs for part-

ners; and/or

D. longer “nuts-and-bolts” programs for vertical client teams or associates.

6. LET THE LAWYERS SPEAK

LPM is not about manufacturing processes designed to punch out identical
widgets; it’s about giving lawyers better ways to do their jobs. Therefore, at
the start of an LPM initiative, make lawyers your loudest LPM sponsors and
its most visible teachers.

Be careful how you integrate your I'T, financial, matter management,
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performance management and professional development professionals into
your training. Make no mistake: these experts are extraordinarily important
contributors to making LPM really perform, and some firms already are de-
veloping remarkable budgeting, task-coding, and Gantt-charting tools. But
many lawyers will head for the hills if they believe LPM is going to be “I'T-
centric,” “data-driven,” or even “process-based,” or if they think their train-
ing will be conducted by techies.

7.DENIAL IS NOT THE NAME OF A RIVER

From managing partners of smaller firms, I frequently hear something like:
“This whole LPM thing is irrelevant, because our clients are content with
hourly rates, and they’ve always been content with our service.”

Wrong. Whether they prefer time-based or value-based billing, all clients
welcome efforts by their outside counsel to operate more efficiently, keep
legal expenses tightly controlled, avoid unexpected surprises, and communi-
cate more continuously and conscientiously.

I am a strong LPM adherent, because every day, I witness the legal pro-
fession through the eyes of the consumer: general counsel, chief legal officers,
directors of litigation management, CFOs, and risk managers. And let me as-
sure you, zhey are fast becoming LPM adherents.

These clients want to see legal representation that is both effective and
efficient, and they will reward the firms that give it to them. They crave
shared-power relationships rather than battles of bargaining leverage. They
relish constant, open and collaborative communication. And they prefer not
to delegate total control for their matters to outside counsel and then pray
for the best.

So my best advice for firms that want to stay on top of clients’ hit parade?

Give them what they want.

Pamela H. Woldow is a partner and General Counsel with
Edge International who has earned widespread recognition
for her pioneering work in tfransforming law firm-client relation-
ships, including legal project management, alternative fee
arrangements, RFPs and law firm selection and convergence
programs. She also specializes in providing advice to general
counsel and chief legal officers on law department opera-
tions. Contact her at pwoldow@edge-international.com.

9
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Reflections
for Legal Project

Managers ey

Understanding the Building B[ac/es
of Lawyer Collaboration

In her article on legal project management
(LPM) on page 4, Pam Woldow describes the char-
acteristics and benefits of legal project management
— what itlooks like, how it improves matter man-
agement, how it leads to improved metrics and
fewer surprises, how it achieves significant effi-
ciencies, and how it fosters more interactive

client relationships.

t its heart, LPM is re-
ally all about collabo-

By Douglas B. Richardson

ration. Here at Edge

International, we think

LPM is set to transform the
way law is practiced in the future. But successful
LPM implementation requires more than great y -
blueprints and rational processes. It also requires, fj

and eventually must engender, a collaborative
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commitment among stakeholders. As many frustrated legal project man-
agers will attest, that can be a tall order when the cats you're trying to herd
are lawyers.

American colonial patriot Thomas Paine once suggested: “If we do not
hang together, we shall surely hang separately.” That message finally seems to
be coming home to lawyers whose profession has become economically chal-
lenged. The sun is setting on the epoch dominated by “individual contribu-
tors,” because the legal profession’s structures — both law firms and legal
departments — have become so large, specialized, geographically dispersed
and global that interdependence has become an absolute necessity.

But that doesn’t mean that lawyers will-
Thomas Paine once ingly embrace the prospect of pulling to-

sugaested: “If we do “ gether in harness with their colleagues,
99 ’ even if that harness promises the LPM

not hang together, benefits of rationality, predictability, effi-
we shall surely hang ciency and profitability. So we need to un-
sepora’rely.” That derstand why lawyers do, and don't,

message finally seems

to be coming home WHY LAWYERS RESIST
COLLABORATION
to lawyers.

Trying to mobilize lawyers by lecturing

collaborate well.

them about how collaboration produces
better synergy, efficiency, results and motivation does not work. Nor will
showing them the LPM “value proposition” automatically build strong buy-
in to law firm or legal department LPM initiatives or translate into real-life
best practices.

Why is this?» Why do so many lawyer groups and teams remain, as one wag
put it, “a bunch of egos connected by central heat?” If “emotional intelligence”
— that ability to relate effectively to diverse personal styles in diverse situa-
tions — is now widely recognized as a core leadership skill in the private and
not-for-profit sectors, why do so many lawyers still want to do everything
their own way?

‘The answer lies largely in lawyer temperament and personality. Over three
decades, I have conducted standardized personality assessments of hundreds
of people who chose the law as their career. A large percentage of lawyers
come out looking remarkably similar to each other — and remarkably dif-
ferent from the general population.

Lawyers rank near the 90th percentile in autonomy, far higher than the



overall population. Skepticism? Above the
90th percentile. In urgency, lawyers rank at
about the 75th percentile, 25 percentage
points above the general norm. In other
words, lawyers tend to push for immediate
gratification and lose interest if rewards
and benefits take a long time to ripen.

On the other hand, lawyers are less re-
silient than the general population (30th
percentile), which tends to make them self-
protective and conflict-averse. And most

telling, lawyers rank in about the 12th per-
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Lawyers rank near

the 90th percentile in
autonomy, far higher
than the overall popu-
lation. Skepticisme
Above the 90th per-
centile. In urgency,
lawyers rank af the
75th percentile, 25
points above the norm.

centile for sociability, a category in which
the general population ranks at the 70th
percentile. And there you have it: lawyers are not natural joiners.

UNDERSTANDING LAWYERS’
“MASTERY PROFILE”

A very high percentage of lawyers, both male and female, display what I call
a “mastery profile.” That is, they define their self-image very strongly in
terms of mastering new challenges and racking up an impressive list of ac-
complishments. Their motivational motto is, in effect, “I am defined by what
I do.” Mastery types therefore enjoy the role of free-range subject-matter ex-
pert, where their competency commands others’ respect, if not their affec-
tion or trust.

'This motivational profile tends to make lawyers “challenge junkies,” whose
careers are shaped by a continuous pursuit of individual success experiences.
They need a constant supply of personal wins to maintain their sense of self-
worth, because in their minds, a single failure can psychologically taint a con-

sistent prior record of success.

THESE CATS CAN BE HERDED

It’s hardly surprising, then, that many lawyers don't welcome the call to col-
laborate. Still, they are capable of working effectively on teams, provided the
other players have complementary technical competencies and are skilled
enough to merit respect. Lawyers do not see teams as affinity groups, where
membership and acceptance are their own rewards, or as social organisms.
They tend to regard teams as performance-producing machines.

In this sense, lawyers’ natural drive for the objectively manageable



14 | EDGE INTERNATIONAL REVIEW

outcomes may actually prove to be the key to successtul LPM initiatives —
which are, after all, designed to produce consistent methods for setting stan-
dards, tracking progress and measuring results.

Getting LPM to “stick,” however, will require that during their training,
lawyers are insulated from the fear of failure and the humiliation of being re-
vealed as incompetent or ignorant. This is exactly why LPM training pro-
grams must proceed incrementally, with ample time to master new
terminology, try new techniques and experience the practical productivity
and client relations benefits of LPM.

Good training, however, is not all that’s required for successful team par-

ticipation and improved productivity. All

With legal project the players have to trust all their colleagues
teams Ollg ning ‘ ‘ — and with lawyers, that’s asking a lot.
incentives for all OVERCOMING RESISTANCE TO
stakeholders requires COLLABORATION

the leader fo inventory People can and will collaborate only if

and understand the
hot-buttons and 1. they believe it is safe to collaborate;

three conditions are met:

turn-offs of each

2. they are adequately motivated by the po-
team member.

tential rewards of collaborating; and
3. they understand what to do in order to collaborate effectively.

Effectively taught and implemented, LPM addresses the last condition ad-
mirably: it delivers the goods at the rational level. So that leaves us to exam-
ine the subjective barriers to collaboration.

Let’s look at the first two conditions: why doesn't everyone commit con-
stantly to ardent, unhesitating collaboration? Easy: we're afraid it might not
be safe. A basic tenet of human nature is to constantly weigh the likely re-
wards and risks of any action. If the downside of any choice clearly outweighs
the benefits, we choose not to act.

However, things get trickier in situations, such as the advent of LPM,
where the players can’t predict the consequences of their actions. Whenever
we can't accurately assess risks and rewards, we tend to withhold our trust and
decline to exercise initiative. Among conflict-averse lawyers, this lack of trust
may not take the form of open resistance, which makes it difficult for the
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project leader to understand why everyone is nodding their heads vigorously
while the project succumbs to “friction losses” and loses momentum.

Addressing the second condition, having motivational drivers that keep
all the players engaged, is challenging because we all have unique personal
“motivational maps”: different values, drivers, aspirations and goals that res-
onate particularly powerfully for us as individuals. With legal project teams,
aligning incentives for all stakeholders therefore requires the leader to in-
ventory and understand the hot-buttons and turn-offs of each team mem-
ber — a time-consuming but absolutely essential project step.

Fortunately, most lawyers do tend to respond positively if several basic
motivational hungers are fed: 1. their typi-
cal need for control; 2. their need for re- Trust is a continuous
spect for their abilities; 3. their need for (44 .
individual achievement as well as team suc- workiin progress, a
cess; and 4. their craving for approval. relationship-building

exercise in which
HEAVY ON THE CARROTS, LIGHT ON

THE STICKS the skilled leader must
In a practice group or client team context, reinforce personal
how can a project leader address this reluc- bonds lawyer-by-

tance to trust? The classic recipe is one part
open and frequent communication, one lawyer.
part clear performance standards (firmly
applied), two parts fair and frequent feedback, and most importantly, three
parts making sure all team members feel that their individual interests are
perceived and respected. With large teams, taking everyone’s motivational
pulse is a large undertaking, and this explains why well-wrought communi-
cations plans require frequent mood checks as well as process checks.

It’s important to understand that collaboration is not really a unified “mass”
activity. It’s actually an aggregation of unique individual contributions to a
common cause. Similarly, trust is not really a group phenomenon: it is a con-
tinuous work in progress, a relationship-building exercise in which the skilled
leader must reinforce personal bonds lawyer-by-lawyer until individual com-
mitments finally coalesce into a climate of collective trust.

Such collective trust is hard to orchestrate, particularly if the players are
on different floors, in different cities, in different countries, or are part of
different cultures. Without trust, however, true collaboration is impossible;
best the leader can hope for is compliance. Trust cannot be generated by

forced acquiescence or threats of punishment. Compliance-based teams
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function — if at all — only as long as a power figure keeps swinging the
stick. This certainly is not the recipe for the successful long-term adoption

of the sweeping attitude and behavior changes that LPM requires.

LPM AND THE STAGES OF TEAM
DEVELOPMENT

Powerful and proactive top-level sponsorship is required to launch any large-
scale change management project. But the real collaborative action happens
after the kickoft. Team-building gurus tell us that all new project teams

progress through four inevitable stages of development:

1. Forming, where relationships are cordial and superficial, but nothing very
serious gets done;

2. Storming, where the alignments of power, authority and control get ham-
mered out, often noisily;

3. Norming, where acceptable attitudes and processes — both formal and in-
formal — are tried, tested, and accepted or discarded; and

4. Performing, in which roles, boundaries, standards and outcomes become

institutionalized and widely accepted.

It would be grand if LPM implementation could jump directly to Norming
and Performing, but the first two steps simply cannot be ignored or skipped.
LPM describes the procedural norms of good project performance, but it
does not purport to prescribe personal attitudes or motivation shaped dur-
ing Forming and Storming.

Moreover, in legal project management situations, Norming often must
extend beyond just accommodating new methods and procedures. It also
must include processes for transitioning out of the past, for mourning “the
old days” while orienting team lawyers to current realities, opening up com-
munication that fear or resistance has shut down.

'This, of course, is hard sledding if some team members — notably, an en-
trenched power elite — believe they fared better under past practices. What in-
centive do they have to dilute or transfer their power or economic advantage?
Put differently, broad-scale LPM initiatives are likely to foster intergenera-
tional tension between the traditional fiefdom princes and the more collabo-
rative (and certainly more technologically proficient) successor generations.
LPM program planners therefore must understand and accommodate these

differences in perceived self-interest among different stakeholders.
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THE WAVE OF THE FUTURE
After the top-level leadership power structure has issued the challenge for
everyone to collaborate better, the best LPM implementers may turn out be
young turks with plenty of skin in the game — respected up-and-coming
lawyers perfectly capable of building their own spheres of influence, but who
choose instead to subordinate their own self-interest to the productivity of
the team and the success of the organization.

In the long run, leveraging the buy-in from high-potential lawyers and or-
ganizational opinion leaders among each stakeholder cohort will be the best

way to develop buy-in and collaboration from the rank and file at all levels.

Edge International Partner Doug Richardson advises law
firms and legal departments on leadership development, or-
ganizational and interpersonal communications, team ef-
fectiveness and legal project management. A Certified
Master Coach, Doug formerly was a large-firm litigator, fed-
eral prosecutor, and Dow Jones columnist for over 20 years.
Contact him at richardson@edge-international.com.
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The Art of Engagement:
Keeping Your Audience

Fully Engaged

A few months ago, the managing partner of
a prestigious law firm asked me this question:
“How can | keep my listeners engaged while
I'm presenting¢” In fact, she’s already a su-
perb presenter — but like all good speakers,
she constantly strives fo be better. I'd like to

share with you the advice | gave to her.

By John Plank

he level of interest in your topic and the quality of your in-

I formation will always vary from one presentation to the
other. But the challenge inherent in every presentation re-

mains the same: “How can I be sure that I will engage my listeners?”

There are many approaches and techniques available to you, but
there are only a few that I would call “The Essentials.”
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THE THREE ESSENTIALS TO ENGAGING YOUR LISTENERS
1. Listener Focused Content

2. Strategically Focused Format

3. Fully Engaged Delivery

LISTENER-FOCUSED CONTENT

'This may seem too obvious even to mention. But many presenters fall into
the trap of believing that simple information isn’t enough — that their pres-
entation must be unique, the very best, the definitive presentation on this
particular topic. So their focus is often misplaced from the start.

Don't ignore your creative impulses, of course. But you must begin by
preparing content exclusively to satisfy the wants and needs of your listen-
ers. Avoid “nice to know” content; instead, stick with “want to know” and
“need to know.” Your creativity — what makes your presentation unique —
will follow naturally.

That’s all well and good, you might say, but how do I know what my lis-

teners want? In fact, you may already have
Avoid “nice fo know a pretty good idea — but don't torture

content; instead, stick Cc
with “want to know”
and “need to know. people who are arranging or attending your

Your creativity — presentation and ask them what they’re

what makes your most interested in and what they perceive
as the group’s likes and dislikes. I have al-

yourself by guessing! Before you write a
single word, conduct a series of short in-

formal interviews with three or four key

presentation unique — ways found that audiences appreciate being

will follow naturally. asked about their preferences before a pres-
entation. If it’s not appropriate to ask your
anticipated audience, brainstorm with your colleagues instead.

If you go through this process, you'll probably find that most of your first
assumptions were correct. But frequently, those key additions and judicious
deletions will make the difference between a good presentation and a great
one. As well, the added certainty of knowing what your listeners want you to
talk about will inspire your preparation and give confidence and authority

to your delivery.

STRATEGICALLY FOCUSED FORMAT
'The structure and style of your presentation should enable you to establish

rapport, simplify complex issues and compel your listeners to pay attention.
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Here are four formatting strategies I recommend to ensure a compelling

performance.

1. Establish a rapport. As the old saying goes, “I don’t care what you know
until I know that you care.” In your first few minutes, you must demonstrate
that you know your listeners, understand their individual and organizational
achievements and challenges, and are fully familiar with their current situa-
tion and opportunities. This establishes you as an authority — and creates in-

terest in what you may be able to provide.

2. Make it an adventure. Outline the “ Your gOOI Is to teach
challenges and opportunities related to people to remember

your topic and increase the expectations of what you have said,
the benefits you are going to offer. Start so that they can take

ideally, prepare one or two stories to illus- action and share your
trate the challenges and opportunities messages persuasively
you're going to talk about. Very few peo- with other key

ple actually like presentations; but every-

with something familiar to your listeners;

one enjoys stories! decision-makers.

3. Make it easy to remember. Great presentations are always simple. Provide
a brief outline of what youre going to discuss. Most presentations can be di-
vided into three main parts. Aim for a maximum of three sub-points each:
it’s simple, but thorough. There will be nine key points — just enough for a
listener to retain in both short and longer-term memory. The simplicity of
this format also makes presenting much less stressful.

Remember: without retention, your presentation has no lasting influence.
Your goal is to teach people to remember what you have said, so that they
can take action and share your messages persuasively with other key deci-

sion-makers.

4. Use compelling language. Bold claims and strong statements might im-
press some audiences. However, if your listeners are independent thinkers,
take care to respect their unique perceptions. Use language that arouses
interest and curiosity. Pose questions, outline options, describe problems, and
cite opposing views related to your topic. This continuously stimulates your
listeners, demonstrates the breadth and depth of your expertise, and shows

that you are receptive to feedback.
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FULLY ENGAGED DELIVERY
'This is the hardest skill to develop. You must try to engage your listeners con-
tinuously as you present. Here, again, are just the essentials: three key factors

towards full audience engagement.

1. Strive to be fully present. Dare to take time to reflect on what you're say-
ing — while you're speaking. Simply reciting your presentation, no matter how
clearly you speak, will fail to fully engage
Alwa ys think of your your audience — and it certainly won't en-
. ‘ ‘ gage you! Your listeners are there to discover

presentation as _
more about your topic, to measure your

a dialogue. Pose knowledge and skills, and to appreciate your
questions, outline integrity and strengths. You are there to
options, describe gain a deeper understanding of your topic

ol g and discover more about your listeners and
probiems, ana even their requirements. Immerse yourself in the
raise common experience.

arguments related

to your topic. 2. Interact. As you deliver your presenta-

tion, there must be a continuous connec-
tion. Always think of your presentation as
a dialogue. Pose questions, outline options, describe problems, and even
raise common arguments related to your topic. This continuously stimu-
lates your listeners, demonstrates the breadth and depth of your expertise,
and shows that you are receptive to feedback.

It’s not enough to simply make eye contact — pay attention to and read
your listeners’ responses from moment to moment. Share each thought with
specific individuals in the audience. Quite often, you'll be able to acknowl-
edge their response with a quick nod or a smile. This is extremely powerful
and compelling for listeners: they experience a presenter who not only sees
them but responds to them. When you have experienced this kind of fully

engaged speaking, you will never want to do it any other way.

3. Seize the opportunity. For almost 20 years, I've watched hundreds of pro-
fessionals transform their careers and their businesses by changing their at-
titude towards presenting from “Obligation” to “Opportunity.” Presentations
enable us to learn at a level much deeper than we could ever achieve by sim-

ply reflecting in solitude.
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We define ourselves more clearly every time we speak. Speaking is the
most powerful way to differentiate your organization — and to enhance your
personal reputation in your profession.

Embrace every speaking opportunity that comes your way — continual,
conscious practice is an essential aspect of improvement. Seek out more op-

portunities to share what you care about.

John Plank is one of the most highly qualified and respected
Executive Presentation Coaches in North America. John has
been coaching lawyers and providing workshops for law
firms for 15 years. He has a Master’s degree in voice and
speech and was a director of workshops and actor training
at the Stratford Shakespearean Festival. John is the creator
of the internationally acclaimed Commanding Presence
communication and presentation skills A Scot currently resid-
ing in Canada, John coaches national leaders, senior exec-
utives and professional broadcasters; he is currently
performance coach for CBC Television. Contact him at
johnplank@edge-international.com.
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Creafing a Fasf-Track

Strategy Toward Your
Preferred Future

Urgent and Important: your firm’s future is not waiting for you! /
It’s marching on, and you need to choose a sensible strategy to

N

guide it. But you can’t wait until it’s convenient or comfortable
— or worse, until the conditions are perfect —
or it will simply never happen.

In this context, procrastination
can be lethal.

By Gerry Riskin
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trategy is all about focus and direction; often, it’s about what

your firm does not want to do as much as what it would love to

do. Without a strategy, even good law firm leaders find them-

selves steering around the icebergs without a clear destination,

while more strategic competitors are striking out into the deep.

So if a strategy can create competitive advantage, why do so many firms

wander around directionless? I believe that as lawyers, it’s precisely our in-

telligence and practice experience that get squarely in our way. Here are six

examples of the lawyer-specific propensities that work against us when se-

lecting our strategy — I’ll wager that more than one of these will resonate
with you.

1. We don’t want to exclude anything. “What if a global circus owner asks
us to do a huge elephant acquisition? Wed better list ‘circus law’ among our

practice areas.”

2. We are constrained by precedent. “Which other law firms have done it
this way before — how did it work for them? The ABC firm? We would
never emulate them. Has XYZ done it? We revere XYZ.”

3. We are perfectionists. We must explore every option thoroughly until

we have vetted every combination and permutation. “Maybe we'd better
defer our strategy pending a global study on how general counsel in high-
tech companies prefer their eggs in the morning.”
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4. We require consensus. “Partner X won't go along with this. Yes, we know
he’s unreasonable and ill-equipped to assess a decision of this nature. But
he can be difficult and rude when he doesn’t get his way. It just isn’t worth

doing without his support and especially not over his objections.”

5. We despise being wrong. We hate risk, and we won’t move until we have a
bullet-proof action plan that is certain to succeed. “How do we know this will

work for sure? We don’t want to be embarrassed by making a big mistake.”

6. We're resting on our laurels. Our past success has made us complacent.
“We’re making a nice living now and working very hard — we don’t want
to spend more time even on high-quality

Partner X won't go non-billable initiatives. Leave us alone.”

1

along with this. Yes, we

know he's unreason- .
to throw excessive amounts of money at an
able and ill-equipped elaborate process that involves surveys and

to assess a decision of research and meetings and assessments and
heaven knows what else. “No one can crit-

One traditional answer to these problems is

this nature. But he can

be difficult and rude lion dollars to have McKinsey study us and
when he doesn’t tell us what to do.” But although these
gef his way. elaborate processes can hypothetically

icize the leadership team if we spend a mil-

work, they’re slow and can easily polarize
factions within the firm.

Sounds discouraging, doesn't it? But forming a strategy for your firm
isn't impossible, and it doesn’t have to be the strategic equivalent of brain
surgery. In fact, there’s much to be said for a stripped-down, get-it-done-
now, fast-track strategy that gets your firm off and running in the right di-
rection. There is no substitute for actually doing something!

(This may be an appropriate point to insert a disclaimer. If yours is a global
firm, with more than a thousand lawyers in more than a dozen offices in more
than three countries, and you have not articulated a strategy that has been re-
duced to writing in over five years, then you need a more robust approach
than I am describing here. But if you are revisiting a strategy or creating a
new one for a firm of a few hundred lawyers or less, then breathe easy. There
is an elegant strategic process that will take you only a day and a half and get
you off to a great start.)
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THE STRATEGY OF ADJUSTMENT

We want to avoid the error of overbuilding the strategy. By way of analogy:
if you commute from your home to your office in your own car, following the
same route each day, why not just program your car for every turn and traffic
light, so that you can sit back and relax or read while your car drives for you?
Because of the three-year-old who might chase a ball into the street right in
front of you, or the unfastened cargo from the truck in front of you falling
into your path. In a word, “uncertainty” — there are just too many variables.

Many firms make the huge mistake of looking at strategy as the Grand
Plan that will withstand all foreseeable changes in the relevant variables. Your
firm’s strategy must be flexible enough to assimilate information as changes
occur and then adapt. If this world promises anything, it is change, much of
it unforeseeable.

Hopeless? No more than driving to work. When a bridge is washed out,
you change your route. You might even adjust your timing based on whether
school is in or out and how many parents and school buses are clogging the
lanes. The point is that you do not defer your plan to drive to work until you
have achieved perfection. You get underway and trust that you can make the
course corrections necessary as circumstances dictate. This is precisely how
you should treat your firm strategy.

THE MAKING OF A STRATEGY

So let’s get down to choosing an overall destination for your firm, with sub-
destinations for your sub-groups. To achieve this, we need your leaders to
gather together for a day and a half. To start the process, we would benefit
from the collective knowledge of your partners by asking them a few survey

questions, possibly along these lines:

Describe the prospects for the future of your practice.

Identify your firm’s highest priority over next few years.

Evaluate (or add to) a list of threats and opportunities the firm faces.
Describe your firm’s greatest strengths.

Identify your firm’s endangered practice areas and industries.
Identify, from a list, your firm’s top goals.

Get input on work/life balance priorities.

Establish the perception of prominence of your firm’s brand.

PN AW

Identify your top competitors and their greatest strengths.
10. Identify areas where your firm can dominate (i.e., rank among
the top three).
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The data gathered from a simple survey can be organized and presented
to the leadership team and discussed for a couple of hours. This is extremely
helpful, because it is credible and allows leaders to be responsive to the part-
ners whom the strategy will affect.

THE ART OF EXCLUSION

The next segment is a tightly facilitated discussion about where the firm’s
few best opportunities lie. The tight facilitation is to avoid digressions and
overly critical and analytical discussion: the group must stay on track!

The toughest part of the process is to exclude areas from the strategy. There
are two kinds of exclusion. One is for the areas you decide to exclude from
your practice, while the other is identifying an area that will receive what
might be called standard support.

Let’s imagine a business-oriented firm that also does matrimonial work.
Let’s further imagine that the nature of the business clientele suggests that
the firm must be able to serve a much larger geographical area — perhaps by
expanding, merging, joining a global association, selecting “best friends,” or
some combination thereof. Further, the firm may see the importance of beef-
ing up its intellectual property capabilities. In all events, the matrimonial
area is not perceived to be part of the firm’s growth engine.

If the firm decides that the matrimonial practice is inconsistent and coun-
terproductive to the strategy, the firm may decide to jettison the practice area
altogether. In such a situation, the firm might assist the departing partners
and feed them referrals. Equally, the firm might decide that it is perfectly
fine to keep the matrimonial group inside the firm and support it with the
firm’s overall infrastructure, but not to invest in the group to the same degree
as the identified strategic areas (geographic expansion and IP capabilities).

'This part is tough, because many leaders are reluctant to communicate to
a group that while it’s an important part of the firm, it is not in the strate-
gic “sweet spot” that will receive extra attention. It’s like explaining to one
child why the other child, a gifted musician, gets to travel to perform in a
concert. Not fair, perhaps — but realistic, and a necessary sacrifice where re-
sources are limited.

This process, which I have described in a skeletal way, sees the leadership
team making decisions within one to one-and-a-half days. The result must
be a specific action plan and a process whereby that plan remains illuminated
and measured. It is critical that the plan not fade into oblivion — that would

be worse than not having conceived the plan at all.
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THE NEVER-ENDING STORY

In summary, we gather input, simply and quickly. Then we decide on a focus.
Then we accept that areas outside the strategic focus still need support, but
not the special attention of the strategic areas.

From that point on, the plan requires continued scrutiny and adaptation.
Suppose, for example, that while IP is part of the strategy, an M&A practice
team becomes available from a respected competitor or in a desirable growth
jurisdiction. The leadership team might decide to exploit that opportunity, so
long as it complements and is not inconsistent with the plan, and so long as
it will not so tax the firm’s resources as to unduly delay execution of the pri-
mary strategy.

In other words, when the day-long session ends, your process is not over.
Senior firm leaders should ensure that subgroups follow similar processes for
their groups. That’s what practice group meetings are for.

For those partners who are never satisfied with the quality or the quantity
of the information available, there are two answers. The first is that corpora-
tions make billion-dollar decisions every day with much less information
than we are accustomed to as lawyers. The second is that in the most vital
areas, the acquisition of information can proceed continuously and be eval-
uated frequently without holding up the journey at the start.

The best firms don’t have the best strategic plans. The best firms know
how to plan, and then frequently adapt those plans to their rapidly chang-

ing world.

[For a complimentary set of survey questions and a process outline, you are welcome to
contact the author.]

Gerry Riskin, B. Com., LL.B., P. Admin., is a founding partner
of Edge International, a former managing partner, a best-
selling author, a Fellow of the College of Law in London and
a Visiting Professor at the University of Pretoria in South
Africa, serving law firms on six continents. Contact him at
riskin@edge-international.com.
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General Counsel

QuIZ

Test Your Adaptation to the
New Legal Marketplace

By Pamela H. Woldow

very day, general counsel rely on metrics and benchmarks to moni-

E tor how well their in-house department is doing and whether targets

are being met. But how often do they get the chance to test them-

selves too? If youre a GC wondering how he or she is doing in this turbu-

lent economy and time of upheaval, Edge International would like to offer
this quick and easy quiz.

For each question, check the appropriate response or responses, then add

up the totals and see how you scored.

1. Over thelast two years, how has your outside counsel spend changed?
(a) Increased
(b) Stayed essentially the same
(c) Decreased

2. Forwhat percentage of the matters you assign to outside counsel are
you using alternative fee arrangements?

Note: Alternative fee arrangements include any matters not based on hourly
rates multiplied by the number of hours, as well as discounted hourly rates.
An example of an AFA would be a flat fee.

(a) 0%

(b) 1% — 15%
() 16% — 35%
(d) 36 — 100%
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3. Have you used any of the following to contain or reduce outside
legal spend?
(a) Reducing the number of law firms
(b) Seconding an outside lawyer within the legal department
(c) Using contract lawyers
(d) Offshoring legal work

(e) Issuing RFPs or tenders for individual matters or portfolios

4. Have you implemented, or are you planning to implement,
efficiency measures in your legal department, such as Legal Project
Management?

(a) Yes
(b) No
(c) Never heard of it

5.Do you currently use electronic billing to help manage outside
legal spend?
(a) Yes
(b) No
(c) Never heard of it

Scoring Key

lta=0,b=1,c=2

2:0=0,b=1,c=2,d=4

ive yourself 1 point for each entry checked
3, b=0,c=-1

How did you do?

* If you scored 5 or less: We need to talk, yesterday.

* If you scored between 6 and 12: You're on the right track, and we can
help you achieve even greater savings and efficiencies.

* If you scored higher than 12: You're doing a great job! Let us know how
you did it.

To follow up, contact Edge’s General Counsel Pam Woldow at

pwoldow@edge-international.com
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Regain Control of Pricing:

/ Tactics

for Law Firms

INn 2011

In a growth industry, the sellers of services are always in
a position of power when setting price. The recession,
however, has shifted that balance of power to the benefit
of the buyers of legal services. Law firms need to deal
with some major pricing issues now or risk never

regaining a level playing field for selling legal services.

By Ed Wesemann
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or years, law firms and their clients alike have under-
stood the inherent problems with the way law firms
charge for their services. But for lawyers, charging by
the hour is simple, requires little judgment or manage-
ment, and effectively shifts the risk of inefliciency to the client.
For clients, even those who are themselves lawyers, the legal
process in America is a black science and attempting to relate out-
come, or even activity, to price requires an effort that few general
counsel have been willing to make.

Further, the desire for confidentiality has limited clients’ will-
ingness and ability to trade much information about fees. And for
many in-house legal managers, becoming too involved in the
manner in which legal work is performed or the direct manage-
ment of the lawyers who provide the services could result in the
need to accept some level of accountability for costs or outcomes.
And so the process of billing by the hour has gone on for decades.

‘Then along came the recession. The demands for efficiency by
the boards of sophisticated corporate buyers of legal services em-
powered and motivated their in-house counsel to question fees
and shop services among vendors. At the same time, law firm
managers saw the potential for massive amounts of empty plates
among their lawyers. Without the foundation of a pricing or cost
model to fall back on, responding to the demands of clients was
characterized by one firm as: “The answer is yes — now, what’s

the question?”
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Now the dust is settling, and general counsel are starting to become aware of
this new empowerment and ability to assert control over virtually every aspect
of law firm relationships. Collectively, this is manifesting itself in developments
like the ACC Value Challenge and the drive toward alternative billing.

Here are seven tactics

The Value of Legal Services that law firms can use to

E SENSITIVITY

maintain a level playing field

in working with clients to

BET TH PANY set price.
1. Understand the Value of
REPUTATION & EXPERTISE Your Services. Within every

law firm, there is a hierarchy
of services, ranging from
“bet-the-company” special-
ties performed by lawyers
with few peers in your mar-
ketplace to commodities that
could be performed equally
well by just about any law
firm in the city. In most
firms, pricing is driven by the lowest common denominator, causing dis-
counted prices for premier practices. Using a value pyramid, identify those
practices where your firm has a unique capability (and honestly assess how
unique it truly is). In most firms, that pyramid falls into four categories:
10 percent of practices are at the highest level, 15 percent at the next-
highest level, and 75 percent are in the lower half. Oscar Wilde said, “These
days, man knows the price of everything and the value of nothing.” Develop
a communication and invoicing system that ensures that clients understand

the value involved in your services.

2. Proactively Introduce Alternative Billing. Gaining control sometimes
means recognizing those elements that are beyond your control and posi-
tioning yourself to take advantage of them. Alternative billing might turn
out to be precisely such a situation. Fixed- and contingent-fee billing can be
tremendously attractive to both the law firm and the client, if introduced for
appropriate matters. Introducing a form of pricing other than hourly billing

can permit the law firm to control the circumstances in which it is used and
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give it a first-mover competitive advantage over other firms that may be

working with the same client.

3. Rebuild Your Cost Structure. Most firms’ response to the reduced avail-

ability of work and the squeeze of profits has been to cut operating costs and

lay off associates. Here’s a better alternative, especially for law firms that have
watched their practices become increasingly commoditized: reconstruct the

way your firm provides services, from the ground up. Firms that consider re-
building themselves have been primarily concerned with the reaction of

clients and law school recruits. But the experience in other industries that

have retooled in this recession has been customer enthusiasm. As for law stu-

dents, do firms really think that a reconstruction of their practice is going to have

aworse impact on their reputation than layofts and deferrals? Put everything on

the table, including your of- . . . .

fice locations, your use of ~ Cli€NT Price Motivation

part-time and telecommut-

ing lawyers, off-shoring, etc.

Then reevaluate your pric-

ing in light of your revised

cost structure. The more PRICE VALUE
your practice has slipped
down the value pyramid,
the more important this

price restructuring will be.

4. Segment Your Client
Base. All clients have

some level of price sensi-

CONVENIENCE REPUTATION

PRICE SENSITIVIT

tivity. For some clients, se-
lecting counsel is all about
price and has little to do QUALITY SENSITIVITY
with quality or capability,

typically the case with commodity services. But most clients try to balance
the highest capability with the lowest price. There are even clients who
view price as a measure of quality and seck the best lawyers possible by
paying the highest prices. Finally, there are “convenience clients” who, due
to urgency or other special circumstances, are willing to be less aggressive

on pricing than they would normally be. By taking the time to identify
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each client’s circumstances, a firm can develop pricing that is flexible enough

to match client satisfaction with firm profitability.

5. Dump Margin Busters. Even after you have taken aggressive action to ra-
tionalize your pricing, there will be some clients that are so price-sensitive
that it is impossible to profitably handle their matters. Responding to a de-
mand for fixed-fee pricing on complex cases with highly unique circum-
stances, or getting into hourly-rate bidding wars with other law firms, can be
financially devastating. Worse, going after every piece of work, regardless of

the fee structure, establishes a downward

There are some clients price spiral that will eventually destroy a

‘ ‘ firm. There are some clients whose extreme

whose exireme pricing pricing demands your firm simply cannot

demands your firm meet. The sooner you recognize that fact

simply cannot meet. and tell them to take their business else-

The sooner you recog- where, the less money your firm will lose
. on them.

nize that fact, the less
money your firm wi . CreateaLo rogram. Use pricin
f I 6. C Loyalty Prog Use p g
lose on them. to encourage stronger client relationships

and to generate more business. Tradition-

ally, law firms have looked at the pricing
model upside-down from other businesses. Lawyers tend to charge their
highest rates to their largest clients, while giving large discounts (either di-
rectly in fees or through write-downs of time or receivables) to small clients.
Consider incentives for your largest clients like “most-favored-nation sta-
tus,” whereby no client receives a lower fee than a major client who gives
the firm a lot of profitable work. CMS Cameron McKenna offers special

discounts to clients that give the firm all their legal work.

7.Do Some Cost Accounting. Design a cost accounting model for your
firm that allows your lawyers to make rational pricing decisions. The stan-
dard of profitability on pricing in most law firms is whether the firm achieved
standard hourly rates — anything less is considered a loss and anything more
is considered a premium. Instead, understand your break-even point at rea-
sonable lawyer capacity levels. This doesn’t take a big consulting study —
odds are your CFO has already developed a cost model, but never saw any

receptivity to the concept in the firm’s management.
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None of these tactics are magical. But until law firms address their basic
pricing strategy and the fundamental models of how they want to charge for
their services, they will constantly be in a defensive position when working
with aggressive clients. It comes down to the old standbys of understanding
what clients want and figuring out how to give it to them at a price that pro-

vides your firm with a fair profit.

Ed Wesemann is a consultant and advisor to law firms with
Edge International. Ed is also co-founder of Legal Resource
Group, the largest law firm executive recruiter in the U.S.
He also does custom market research for law firms and
publishes the U.S. Legal Market Analysis. Contact Ed at
ed.wesemann@edge-international.com or (912) 598-2040.
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o appreciate the challenges facing law firm marketers in India
today, consider the following March 2010 directive from Ved
Prakash Sharma, a member and former chair of the Delhi Bar
Council, on the subject of law firm websites.

“If the intention is to attract more and more work and use it for commercial pur-
poses or professional enhancement, it is not permitted. Law firms carrying public-
ity material on their websites is not permitted. Regulation only allows them to

mention if they are involved in civil, criminal or corporate or some other area."

Remarkable as that might seem to Western readers, it must be placed in the
context of the recent history of legal marketing in India, which actually has
been accelerating rapidly.

%glg:cu;re tand

rong reputation in
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* During this past decade, things really caught fire. Managing partners and

senior solicitors went all-out attracting international clients, making reg-

ular foreign visits and speaking at international conferences and forums.

* Today, the evolution continues: sophisticated law firms have come to re-

alize they need specialized help, and they are hiring experts and consult-

Indian lawyers cannot
officially solicit work;
accordingly, they must
adopt innovative
techniques to reach
out to clients. They
must develop the legal
market while remaining
completely legall

ants to help them with their marketing.
These specialists are helping develop for-
mal marketing strategies and execute plans
in the areas of business development,

client management and brand building.

Law firm leaders’ perspectives on legal
marketing are changing: they are now pre-
pared to take, accept and embrace the nec-
essary steps. But the rules and restrictions
referenced earlier still leave little room to

maneuver. India continues to be a closed

legal market, not only in terms of foreign

lawyers’ entry but also in terms of business development. Indian lawyers

cannot officially solicit work; accordingly, they must adopt innovative tech-

niques to reach out to clients. They must develop the legal market while re-
maining completely legal!

Here are three areas critical to the development of law firm marketing

strategies for Indian law firms — but these insights and advisories apply

equally well to lawyers in any jurisdiction.

THE IMPORTANCE OF STRATEGY
Our partner in Edge International, Ed Wesemann, has this to say about strat-
egy: “In its simplest form, strategic planning is really the function of identi-
fying a vision of what you want to be — in as clear terms as possible — and
then figuring out what you have to do to get from where you are now to that
desired objective.”

So the first step in focusing your marketing effort is to define the vision
or objective — perhaps one of these:
¢ growing your domestic practice
* growing a particular practice group (e.g., tax, IP)

* entering a new city or state (e.g. Gujarat, Bangalore)
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* evolving from a full-service firm to a boutique (or vice versa)
* cross-selling to existing clients

M ensuring more repeat business

A common theme in our writings at Edge International is that you must re-
duce your objectives to concrete actions, and then relentlessly monitor,
measure and encourage those actions. This will facilitate organized, syn-
chronized, methodical progress, while also ensuring a high success rate for
the identified expectations. The plan should also leave room for innovation,
encouraging fresh ideas and experimentation to keep the firm ahead of more
cautious competitors.

THE FIRST ELEMENT: BUSINESS DEVELOPMENT

Rainmaking is the responsibility of the firm’s lawyers and it always will be. But
we must shift away from the notion that the business-development burden is
primarily to be shouldered by the managing partner and equity partners. Until
a few years ago, good lawyering and legal expertise were more than enough for
a lawyer to survive and grow in an Indian firm. They are still the oxygen re-
quired to survive. But to ascend to the heights of the mountain, business de-
velopment strategies and skills are also now mandatory. It is law firm leaders’

duty to enable senior associates to attract

mandates. Specifically, leaders must: Motivate lawyers with

* allow them to take the plunge into busi- ‘ ‘ encouragement and
ness development by representing t}’le acknowledgement
firm at conferences or forums or in i }
courting prospective clients; of their marketing

* train them with professional business efforts, and/or with
development and rainmaking skills; appropriately designed

* provide marketing infrastructure like re- .
search support to identify opportunities, compensation
create accessible client databases, and structures.
prepare marketing materials; and

* motivate them with encouragement and acknowledgement of their mar-
keting efforts, and/or with appropriately designed compensation struc-

tures commensurate with their business development achievements.

THE SECOND ELEMENT: CLIENT RELATIONSHIP MANAGEMENT
When the supply-and-demand curve in India was more skewed towards
demand, clients behaved differently and were treated differently. This has all
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changed: clients have many more options today.

So now, it’s all about a lawyer’s service delivery and ability to bulletproof
a client relationship. Clients’ needs are much more advanced than today’s
law firms are used to, and we can expect this sophistication and expecta-
tion to escalate. Here are three examples of how lawyers should respond:

1. Give client-centric advice
The client wants solutions, not opinions that run to 50 pages filled with legal
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jargon and cases. Telling the client why it can or can't do something is only
a partial answer: the client needs a business solution. Lawyers who can see

the business point of view and advise accordingly can be assured of more
work to come.

2. Use an innovative business model
Corporations know the market is competitive and have various options for
shopping around. As the West begins to answer the call to do away with
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hourly rates and look to alternative fee arrangements and value pricing, so too

the East will have to explore it soon.

3. Bulletproof your clients

Talk to the client about their needs. This is not a survey process or a selling

opportunity — it’s about a needs assessment that is conducted with the client

at their place of work. This process transcends learning the clients’ known

needs into exploring latent needs that the client might not have considered.
Client relationship management requires extensive strategy and skill

training. Firm leaders must be at the forefront of understanding the trends

that are now inside or approaching their

Building a credible “ marketplace, and must sensitize all
brand name and lawyers to not only attract work as and

reputation in the
market is an ongoing

when appropriate, but to always enhance

clients’ satisfaction levels.

long-term initiative. THE THIRD ELEMENT: BRAND
. DEVELOPMENT
PR Is just one aspect Law as a service requires trust on all fronts:
of the entire brand- knowledge, delivery and client manage-
building exercise. ment. A strong brand presence reduces the

need to pitch work and pre-instills a sense
of trust, confidence and quality assurance in the prospective client. Building
a credible brand name and reputation in the market is an ongoing long-term
initiative. While some law firms confuse brand-building with PR, it is im-
portant to understand that PR is just one aspect of the entire brand-build-
ing exercise.

'The fact that clients and the firm’s members feel proud to associate them-
selves with the firm translates into a stronger working culture, a happier en-
vironment, and better work. A consistently strong image helps the firm
integrate new people into the firm’s culture faster and more effectively.

Here are three key elements of brand-building.

1. Brand awareness

'This is about communicating what you are, who you are, what’s different about
your firm, what value you add, and your unique service proposition. It’s about
creating visibility for yourself and your key people. The key ingredient is a

consistent firm message that has been instilled into all the firm’s people.
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2. Brand positioning

Positioning is all about strategically placing your firm at the right forums
and places to build presence and noticeability in the sectors and practice areas
you want to build. Networking with industry people to build presence in
those sectors helps the firm come across as a player in that field, as does reg-
ularly portraying the firm as an expert in a practice area with speaking op-

portunities or articles.

3. Brand recall
“Out of sight, out of mind” — that adage applies very much to law firm
branding. Branding is a continuous effort: a firm that stays out of the lime-
light for a length of time raises questions about its growth. Visibility, posi-
tioned well and developed regularly, is a critical part of building a brand.
It’s a brave new world for law firm marketing in India, as well as in many
other jurisdictions. The good news is that few firms have yet realized what is
required of them in this new world and begun to act on it. You have the op-

portunity to make that first move today.

Juhi Garg is Edge International’s India Partner and helps firms
with their strategy, management, growth, branding and law
firm merger & acquisition solutions. Along with her principals
at Edge, she also assists international firms with their India
strategies. Contact her at juhi@edge-international.com.

Gerry Riskin, B. Com., LL.B., P. Admin., is a founding partner
of Edge International, a former managing partner, a best-
selling author, a Fellow of the College of Law in London and
a Visiting Professor at the University of Pretoria in South
Africa, serving law firms on six continents. Contact him at
riskin@edge-international.com.
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of the Pencil

Innovation and Client
Service in the New Millennium
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much less money, “ho:
They used a pencil.

By Jordan Furlong

e always seem to forget about

the pencil. It’s one of the first

writing instruments we learned

to use as children, and many of

us still remember that satisfying

rhythmic grinding of the pencil in a plastic hand-held

sharpener (or better again, the thrill of using the heavy-

duty crank-driven pencil sharpener bolted to the

teacher’s desk). But then, somewhere along the road to

adulthood, we started to use ballpoint pens and mark-
ers, and few of us ever looked back.

Pens, with all their permanence and authority, are es-

pecially attractive to lawyers: you'd never sign a contract
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or make critical changes to a document in pencil. We like the glide of a
good pen and that scratching sound it makes on official documentation,
and we rely on its inability to be altered or manipulated by others. I'm will-
ing to wager that whatever writing instrument is sitting on your desk right
now, it’s not a pencil. But I'd like to encourage you to give a little thought
to pencils — specifically, to what they can teach us about innovation and
client service.

Earlier this fall, 7be Economist published a brief but enlightening article
about German pencil manufacturer Faber-Castell, which has been producing
graphite-and-wood writing instruments since 1761. Especially interesting is
the list of innovations that Faber-Castell has introduced over the course of

time. You might suppose that a pencil is
You might suppose

that a pencil is pretty
much innovation-

proof: once you've
invented it, well, 1. Invented the hexagonal pencil, creating

that's that. But if so edges on the previously cylindrical instru-
' ' ment to keep it from rolling off tables.

pretty much innovation-proof: once you've
‘ ‘ invented it, well, that’s that. But if so, you'd
be mistaken. Here’s what Faber-Castell has

done to its pencils over the years:

you'd be mistaken.

2. Attached an eraser to the end of the
pencil (actually, the company copied this
innovation from another manufacturer
and survived the subsequent court chal-

lenge).
3. Introduced water-based, environmentally friendly paint that reduced
poisoning hazards for the millions of users who can’t help but chew on
their pencils.

4. Developed the triangular pencil, making it easier for younger users to grip.

5. Added rubbery dots to the surface that, as the magazine puts it, “keep the
pencils from slipping out of sweaty little hands.”

From a business point of view, there are actually valuable lessons to be taken

from all this. Here are three.
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1. Nothing succeeds like simplicity. The pencil does exactly one thing (two,
if you count erasing) and does it easily and extremely well. You can have all
the Mont Blancs and Watermans and Cartiers you want, and you can invent
pens that write in multiple colours and upside down and in the vacuum of
space, but you hold them the same as a pencil and they write just the same
as a pencil. 7he Economist points out that even today, at the peak of the com-
puter age, pencil sales continue to grow and now stand at between 15 and 20
billion per year.

Lawyers need to take a lesson from this example and ask: What one thing
does my client need? And what is the easiest, simplest, most cost-effective
way to deliver it? Asking and answering those two questions puts you far
ahead of most lawyers in the search for client appreciation and market share.
A simple example: integrated corporate and tax advice for family-run busi-
nesses. More complex: multi-jurisdictional regulatory compliance status up-

dates accessed via drop-down menu on a 24/7 website.

2. Innovation is about the user, not the object. Faber-Castell’s improve-
ments to the pencil had very little to do with the “quality” of the pencils or
the composition of the graphite. They were focused squarely on creating a
better user experience: keep the pencil on the table, make it easier to grip,
allow the user to quickly correct mistakes, and indulge the user’s nervous
habits. These innovations increase the ease, convenience, and safety of using
the pencil, reflecting the company’s understanding that the design of the
product is at least as important, if not more so, than its quality.

Lawyers, who obsess over the fine details of a product or service, but rarely
sweat the details of its design, delivery or end-user utility, need to learn this
lesson. And we need to remember that nothing we produce for clients is ever
“innovation-proof” — the user experience can always be improved. Try this:
provide your best clients with a firm-branded, client-customized Apple iPad
or RIM Playbook, with a password-protected app that allows them to access

their documents, file updates and billing status online.

3. Your core competence is even narrower than you think. Faber-Castell
isn't really a pencil company, and it certainly isn't a “global full-service writ-
ing instrument firm.” Faber-Castell sells the pleasurable convenience of writ-
ing by hand, and when you get right down to it, that’s not a product — it’s
a relationship, requiring the participation of both the seller and the user of
the product.
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Likewise, law firms don't sell documents or transactions or litigation — or
at least, that’s not what our clients actually want and it’s not what differen-
tiates us from our competitors. Law firms sell reliability, trustworthiness and

peace of mind, not to mention convenience, user-friendliness and comfort —

Law firms sell reliability,
trustworthiness and
peace of mind, not to
mention convenience,
user-friendliness and
comfort — features
not of the firm but of
its relationship with

and each of those elements is a feature not of
the firm but of its relationship with its client.
'That’s your core competence right there. For
instance: how much expense and effort do
you really put into “customer service”» Would
you create an emergency “hot line” number
for your most significant clients that would
put them directly in touch with a responsi-
ble firm representative 24 hours a day?

Right now, you and your competitors are

its client. probably working hard to bring in the “best”

legal talent through lateral hires or even en-
tire firm acquisitions, staying up late to ensure the finest possible quality of
your client work, and investing a lot of time and money in marketing your
firm as superior to others. I submit, gently, that you might be working on a
variety of new Space Pens. Responsiveness to client needs, investment in
the user experience, and a focus on the essentials of service, reliability and
trust — that’s what you really need. That’s the law of the pencil, and it’s

time we remembered it.

Jordan Furlong is a partner with Edge International who spe-
cializes in analyzing the extraordinary changes now underway
in the legal profession worldwide. He has delivered presenta-
tions on the emerging legal landscape to law firms and
legal organizations across the United States and Canada.
He also authors the award-winning blog Law21: Dispatches
from a Legal Profession on the Brink (http://law21.ca). Con-
tact him at jordan@edge-international.com to discuss client
service in the new legal marketplace.




What do these have in common?

The largest executive search firm specializing in
administrative management for law firms.

The most cost effective means of seeking law firm
merger partners.

The authoritative source of legal market analysis and
competitive information.

They all describe Legal Resource Group.

Legal Resource Group is known as the premier legal executive search firm specializing in
law firm administrative positions such as COO’s, CFO'’s, CIO’s, CMQO'’s, CHRO'’s, Office
Administrators and other senior staff members.

Legal Resource Group is also known for helping law firms quickly find all available
acquisition targets and merger partners with precise practice capabilities in a specific
geographic area.

Legal Resource Group, teaming with Management Consultant Ed Wesemann, produces
detailed regional economic and legal market competitive intelligence reports for the U.S. and
foreign countries.

Legal Resource Group, provides the professional services and information that supports
your firm’s growth in size and profitability.

EGAL
14 Morning Marsh Rd. 1-800-688-4147 (Toll Free)

ESOURCE Savannah, GA 31411 kglggggjgg? o

ROUP E-Mail: inquiries@lrglic.com
LLC Website: www.LRGLLC.com




“We invited a number of selected firms to propose
on assisting us with our strategic planning. Initially,
we received four proposals, from Hildebrandt,
McKinsey, Edge International, and The Zeug-
hauser Group. We had a late entry from the
Gallup organization. At the end of the day, Edge
presented the most compelling case for our
selection. We think they are the hands-down best
choice because they have the insight, experi-
ence, and process to best support our efforts. Their
clients have all confirmed that they bring consid-
erable skill and experience to the event, think dif-
ferently than other consultants, are very intuitive
and adaptable, run good processes, are very
proactive, don't tell you what they think you want
to hear, and deliver on their promises.”

Chief Operating Officer
US-based professional service firm with 29 offices
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