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1. Dr. Atienza, first and foremost: con-
gratulations on your recent assignment 
as Dean of the IE Law School in Madrid. 
You will also continue your teaching 
role. What inspired you to apply for 
this prestigious position? 

This is an amazing Law School, that is part of  
a forward-looking university and it is an hon-
or to step into this position. I am thrilled to 

have the opportunity to lead this great law 
school with a community of over 8.600 alum-
ni from 79 nationalities, a most diverse and 
international student body and truly global 
faculty body, where providing top global legal 
education drives us every day. 

Lawyers, as architects of society, are called to 
contribute to solve global social problems. At 
IE Law School, with that same commitment

An Interview with  
Soledad Atienza 
Dean IE Law School, IE University  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and passion, that characterizes us as an insti-
tution, we are rethinking higher education and 
we are taking this opportunity to reinvent 21st 
century legal education. 

2. If you have to choose 3 unique selling 
points which 3 should you choose to de-
scribe your School? 

Global legal education.  Legal education 
that goes beyond borders is now more impor-
tant than ever, as local solutions or perspec-
tives are not enough. We train our students 
through comparative law to master the differ-
ent legal systems and provide them with a 
unique and creative global legal mindset.  
We also offer them multijurisdictional pro-
grams, offering the chance to access the legal 
profession in Spain, in the UK, the US or In-
dia.  

Intersection of law and technology. We 
recognize the opportunities that lie ahead 
to use the power of technology to improve le-
gal education, legal practice, and legal sys-
tems, and we are committed to research 
and teaching in the intersection of law 
and technology. We are exploring the im-
plications in the frontier of tech and law: from 
Artificial Intelligence and Data Privacy to is-
sues related to Cybersecurity and Smart Con-
tracts, through our think tank, LawAhead, 
our Legal tech Innovation Farm, an experien-
tial legal tech lab, and our Jean Monnet Mod-
ule.  

Innovative teaching methodologies. 
Training global lawyers requires expertise 
and innovation in global legal educa-
tion and we take this challenge seriously. Our 

world-class international and diverse faculty, 
with academic and professional background 
use innovative teaching methodologies (in-
cluding case method, flipped classroom or 
team based learning) and legal industry know-
how, and they are the perfect combination to 
empower our graduates to succeed in the pro-
fessional world.   

3. Could you possibly elaborate a bit 
more on what your vision for the School 
in five years looks like? 

I see IE law school as a reference in global le-
gal education; as a hub for legal professionals 
in the broad sense (private legal practitioners, 
members of public administration and acade-
mics), and the IE law school community 
(alumni, students and faculty) to foster:   

• Innovation in legal education.  
Through our global comparative and mul-
tidisciplinary approach as well as multi-
jurisdictional legal education model, we 
take an active role in the transformation 
process of legal education around the 
world, to create a more global and tech ori-
ented legal education.  

• Innovation in the legal profession 
through research and teaching in new 
business model, technology and skills ap-
plied to the provision of legal services.  

• Close collaboration with the leaders in 
the global legal profession, in the private 
and public sector as well as in academic 
institutions, including law schools, bar as-
sociations and other legal institutions in 
different regions and different legal  

 � • eMagazine • www.legalbusinessworld.com10
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• systems, to serve the legal community 
and a society with commitment and pas-
sion. 

4. What is something that IE Law 
School is doing right now that you are 
really excited about? And by the same 
token, what do you perceive as the big-
gest threat to the integrity of the School 
right now? 

This is a challenging time for society, for acad-
emic institutors and for law schools.  And, at 
the same time is a time full of opportunities 
for those institutions that have moved from a 
contingency plan to a strategic plan, as IE 
University has done.  

Under the current context, we have been able 
to move seamlessly to online classes, thanks to 
our 20 years’ experience in hybrid high-quality 
formats, an advantage that has been consis-
tently recognized (this year our Global Online 
MBA has been ranked first worldwide by QS 
and second by the Financial Times).   

However, we have now moved to a new way of 
teaching: new liquid learning . Our experience 
in Blended Education and innovative teaching 
methodologies have allowed us to explore new 
boundaries in order to move to a liquid 
learning environment and to provide our 
students with  immersive, experiential and 
practical learning experiences (such as our Le-
gal Clinic, IE Labs and online competitions), 
that combine the on line and the face to face 
learning.  

It is always a challenge to create and to im-
plement a new teaching strategy; but at IE, we 

believe that we not only have the experience, 
most important, we have a motivated and in-
spired community of faculty, students and staff, 
necessary to keep innovation in higher educa-
tion. We are entrepreneurs, we are forward 
looking and we are ready to make this move.  

5. What’s overall your opinion on the 
current process in the Legal sector when 
you think about development, planning 
and implementation of (innovative) tech 
strategies? Do you see differences be-
tween American, Asian and European 
Schools in their curriculum and how 
they develop, plan and implement (in-
novative) tech strategies? 

“Legal technology, development and innova-
tion” is one of the 6 drivers of change in the le-
gal profession described in the report by the In-
ternational Bar Association on the Future of 
legal services, by María J. Esteban https://
www.ibanet.org/Task-Force-on-the-Future-of-
Legal-Services.aspx . In this report USA, UK, 
Australia and Canada stand out in terms of au-
thors doing research and publishing in this 
field. This gives us an idea of the regions that 
are more advanced in the implementation of 
tech strategies.  

This is in fact, one of the areas that will benefit 
from the current COVID 19 situation. As this 
situation is accelerating the digital transforma-
tion of the legal profession, including the judi-
ciary.   I believe this circumstance will acceler-
ate the creation and implementation of new 
tech strategies that will allow the legal sector to 
provide a more efficient legal service.   

Some law schools are also transforming into 
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more technology oriented schools and we have 
seen different levels of tech being introduced 
in law schools. One way is by introducing 
courses on technology as part of their pro-
grams (more intense with mandatory courses 
or less intense with electives), a second way 
would be to offer courses on legal tech (under-
stood as technology and digitalization applied 
to the legal sector); and a third way is to 
launch programs fully devoted to legal tech, 
designed to help the legal industry make the 
necessary changes to become a more digital-
ized service.  

6. As said, the legal profession is chang-
ing and professionals need to be more 
business and tech savvy. What do you 
see as the biggest challenge for the legal 
students, and so professionals in let’s 
say five years from now? And what will 
the impact be of COVID19 on this, if any 
at all? 

Technology and globalization are some 
of the main forces driving change in 
the legal profession and in legal educa-
tion.  There are various reasons to promote global 
legal education, such as the global economy, 
freedom of movement EU for citizens and pro-
fessionals, growing number of people move-
ment around the world ... Some law Schools 
already have students from around the world 
who have a legal vocation and want to practice 
the law internationally. Another key reason to 
promote global legal education is that candi-
dates, students and future lawyers, request it, 
and they aim for a global mindset. 

If technology and globalization are some of the 
main forces driving change in the legal profes-

sion. Some of the main challenges that I be-
lieve currently impact legal education are reg-
ulatory ones.  Regulation of legal education is 
quite restrictive in most regions. And even if 
there is some flexibility that can be used to in-
novate and to design creative programs (for 
examples by focusing in alternative pedagogies 
and not only on content), I believe it is neces-
sary try to change the culture, to take more 
risks and to innovate.   

In connection to regulation to access the legal 
profession, for member of the EU the advan-
tages are that legal harmonization makes le-
gal systems in the EU more alike and that EU 
regulations makes it easier to practice law in 
different member states. I believe the legal 
market is slowly adapting and some law 
firms, legal services providers, in house legal 
teams are hiring lawyers with international 
credentials, but this is not yet the general 
practice.   

Spain has received many of the top business 
law firms from the Anglo-Saxon market, Bak-
er and Mc.Kenzie opened over 50 years ago 
their Madrid office, all magic circle firms (ex-
cept Slaugher & May) have offices in Madrid, 
some of the last additions have been White & 
Case and Pinsent Masons.  

This confirms that Spain is still a very inter-
esting destination for international law firms, 
because of the business opportunities and the 
connection to LATAM.  These law firms are 
starting to hire lawyers with a more in-
ternational profile and starting to hire non-
lawyers (economists, engineers …). I think it 
is in this area where we shall see things 
changing in the very near future. 
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7. Many lawyers, GC and corporate 
counsel talk about the importance of 
the business of law and it looks like they 
easily adopt words like Brand Manage-
ment, Consultative Selling, Legal Tech, 
A.I., workflow software etc. not know-
ing what it really stands for. Do you also 
experience this lack in knowledge and 
how do you cope with the difference in 
knowledge levels? 

At IE Law School we experience this difference 
in knowledge levels due to the diverse student 
body that we have, in our undergraduate and 
master programs in law we have students from 
45  nationalities, and this means different ed-
ucational backgrounds which we value very 
highly.  In our masters for experienced profes-
sionals or executive education programs we 
have students with many different profession-
al backgrounds, for example in our Master in 
Legal Tech, some of our students are lawyers, 
some are managers and some are technology 
professionals. So we are used to train our stu-
dents in a diverse environment that includes 
having different profiles in the same class-
room.  

We embrace this diversity of profiles and at 
the same time we understand the challenge of 
teaching in this environment.  For this, many 
of our programs offer pre courses for those 
that do not feel comfortable enough in one 
discipline or the other.  And above all, we es-
tablish a learning methodology whereby stu-
dents learn not only from the faculty, but also 
from each other, by implementing large work-
load in teams; it is by interacting with each 
other that students achieve a consensus and 
reach similar knowledge levels.  

8. Do you think that Law Schools un-
derstand the need to change the tradi-
tional curriculum or at least give more 
attention to the business of law? 

This curriculum modification and the need to 
train on the business of law are very relevant 
for law schools that focus on training lawyers. 
In order to fully understand the trends and 
challenges in legal education (including the 
need to change the traditional curriculum) and 
to be able to create a guide with recommenda-
tions for law schools and law associations 
around the world, we have joined forces with 
the International Bar Association and the Law 
Schools Global League in order to launch 
the “Blueprint for Global Legal Education”, a 
joint research project to explore trends and 
challenges of legal education and to make an 
important contribution to legal education 
globally.  

With the aims to identify the key drivers that 
shape global legal education, the consequent 
emerging responses and whether these re-
sponses can sufficiently address the challenges 
confronting legal professionals all over the 
world,  

IE Law School is coordinating this ambitious 
research project which will be presented in the 
IBA annual conference in November 2020. 
Some of the drivers examined include: global-
ization, technology, and changes to regulatory 
frameworks.   

Through the analysis of relevant literature, law 
schools’ websites, a global online survey and 
interviews with key stakeholders, we have en-
gaged in intense work to study the trends that 
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are shaping the future of legal services, with a 
particular focus on the impacts of globaliza-
tion and technological disruption.  More than 
400 law schools bar associations and other 
legal institutions participate in this project, 
which will culminate in the publication of a 
report to be showcased at the IBA’s Annual 
Conference in 2020. For more information 
on the project: https://www.ie.edu/law-
school/initiatives/blueprint-global-legal-ed-
ucation/

9. As Law Schools are the breeding 
ground for lawyers, how far –in your 
opinion- can we solve the problem of 
change acceptance by changing the 
curriculum? 

Changing the curriculum is a step, but it may 
not be enough. In their role in driving in-
novation in the legal systems and the legal 
professions, law schools need to take one step 
further to ensure that they continue to deliver 
their mission. Their connection to law firms 
and other legal service providers, and the 
public sector, in order to add more value to 
society is very relevant.   

We should aim for true collaboration to 
truly rethink the values and principles of le-
gal education to make better lawyers for 
our society.    

We should aim to attract top students to law 
schools, to all areas of the legal practice in a 
broad sense (private practice, public adminis-
tration and legal academic) as we believe this 
is relevant for society.  Law schools should 
work together to promote more vocations for 
the legal practice.  We need to work together 

with the public administration and the pri-
vate sector in order to attract talented stu-
dents to law and talented graduates to 
legal practice.      

About Soledad Atienza 
Dr. Soledad Atienza is the Dean of IE Law 
School and  She has an extensive academic 
experience and a global vision of legal educa-
tion. She practiced at the leading Spanish law 
firm Pérez-Llorca and her expertise includes 
the areas of comparative law and legal teach-
ing methods.  

Soledad Atienza is Senior Advisor to the Aca-
demic and Professional Development Com-
mittee of the IBA (International Bar Associa-
tion), where she is co-chair of the project 
“Blueprint on global legal education”and is 
co-director of the Pérez-Llorca / IE Chair of 
Business Law.  

She is author of “Enseñar Derecho. ¿Puede 
servirnos la experiencia de Estados Unidos?  
(Teaching Law: Can the U.S. experience help 
us?)”.

https://www.ie.edu/law-school https://
www.ie.edu/law-school https://www.ie.e-
du/law-school https://www.ie.edu/law-
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Living and working as a lawyer in the US, 
Asia, Europe and Australia for over 30 years, 
my legal knowledge and skills were the foun-
dation of my career. But, more than any-
thing, it was a range of non-legal skills and 
competencies that really helped me to change 
the way I worked. They allowed me to make 
more of an impact, enjoy my work more and 
ultimately be more successful. I’d like to say 

that it was all part of a master plan, but it 
wasn’t. It was largely opportunistic and un-
structured.  

I thought to myself that it doesn’t need to be 
that way for other lawyers. So, in 2015, I de-
cided to form AlternativelyLegal and share 
my experiences through a program that I ini-
tially called Everything But The Law.  

The shape of lawyers in the future 

T, O or Delta? 
 
By Peter Connor, Founder & CEO of AlternativelyLegal. 
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Back then, only a few people were talking 
about the importance for lawyers to develop, 
and to know how to use, non-legal skills such 
as process improvement, design thinking, 
business partnering and change management. 

A lot has changed over the last five years and 
especially the last twelve months. 

At a macro level, there has been a general 
recognition of the importance for all workers 
to develop what are often referred to as ‘soft 
skills’ [1] Also, as the World Economic Fo-
rum’s Report on the Re-skilling Revolution [2] 
highlights, there is a critical and widespread 
need to re-skill and up-skill to anticipate the 
advance of technology and adapt to new roles 
and ways of working. Re-skilling involves 
learning new skills and competencies for po-
tential new roles and up-skilling involves 
learning new skills and competencies for ca-
reer progression within the same role. 

Does this apply to lawyers or are lawyers some-
how exempt from all of this?  

Many tasks that lawyers do—such as legal re-
search, document due diligence, contract review 
and, even, assessing the prospects of success in a 
dispute—can today be done, or facilitated, by 
technology. As Richard and Daniel Susskind 
point out in their book, The Future of the Profes-
sions [3], increasingly capable machines relent-
lessly encroach on tasks performed by lawyers 
and other professionals and, over time, no task is 
off limits.  

Looking at this up-skilling imperative from a dif-
ferent angle, there have been many studies of 
late that confirm the critical importance for 

lawyers to develop non-legal skills and compe-
tencies. For example, The Foundations For Prac-
tice: The Whole Lawyer study in the US, based 
on surveys of over 24,000 lawyers, found that 
characteristics and competencies were more 
important than technical legal skills. As the re-
port states, “We no longer have to wonder what 
lawyers need. We know what they need and 
they need more than we once thought. Intelli-
gence, on its own, is not enough. Technical legal 
skills are not enough. They require a broader 
set of characteristics, professional competencies 
and legal skills that, when taken together, pro-
duce a whole lawyer” [4].  

It is now no longer controversial to say that fo-
cusing just on your legal knowledge and techni-
cal skills might have got you where you are to-
day, but it won’t get you to where you want to be 
in the future. The debate now is about what spe-
cific subject areas are critical and how best to 
provide education, training and development in 
these areas.  

Many universities around the world now offer 
various non-law elective subjects such as design 
thinking and technology-related topics. Others 
offer more comprehensive undergraduate and 
postgraduate courses [5] that are typically 
framed around innovation or technology that 
include a variety of non-legal subjects.  

Universities and other tertiary institutions can, 
and should, be a key part of the solution to this 
up-skilling and re-skilling challenge. However, 
in a world where lifelong learning is now essen-
tial and where different types of more applied 
training and development are required for dif-
ferent career paths, other organisations must 
also contribute. 

 � • eMagazine • www.legalbusinessworld.com16



Historically, law firms have played a valuable 
role in continuing the development of lawyers 
after they graduate but that role may diminish 
somewhat as the focus shifts to non-legal areas 
and as more individuals don’t work in firms as 
part of their career path. Firms will no doubt 
continue to provide legal updates, and in some 
cases legal training, to clients. Recently, I have 
even worked with a few firms to extend this 
training to non-legal skills. 

To supplement these traditional sources of 
training, a range of businesses, centres and as-
sociations have emerged in recent times offer-
ing training courses on non-legal subjects in 
many countries. In these countries, lawyers 
now face a different challenge: how to choose 
between an ever-growing range of training 
offerings from an ever-growing number of or-
ganisations? My clients tell me that this chal-
lenge can be quite daunting and, given the lim-
ited time and budget available for training and 
development, they want to be sure they achieve 
maximum impact from their investment.  

One problem with a lot of the training on offer  

is that it is largely ad hoc, focusing on one or 
two supposedly critical skills or an apparently 
random combination of skills. How can you 
know whether what is covered in any pro-
gram is sufficient and really going to make a 
difference? 

One solution to this problem is to develop a 
holistic framework that forms the basis of, 
and provides the structure for, more focused 
programs and, for each program, a series of 
detailed modules or courses. Ideally, frame-
works targeted at the same audience - for ex-
ample in-house legal teams and individual in-
house lawyers - should align with, and com-
plement, each other. That should also be the 
case for the individual programs and modules 
forming part of a framework.  

So far, three main potential frameworks or 
models have emerged for the training and de-
velopment of lawyers that focus on non-legal 
skills: The T-shaped Lawyer, The O-shaped 
Lawyer and the Delta Model. This article will 
now explain each of these and highlight some 
key differences. 
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1. The T-shaped Lawyer 

The vast majority of professionals, such as 
lawyers, engineers or accountants, are referred 
to as ‘I-shaped’. They typically have deep ex-
pertise in one area but little to no skills, 
knowledge or experience beyond that special-
ist domain. Lawyers, for example, have deep 
knowledge of, and expertise in, certain areas 
of the law and their training and development 
has historically focused on honing that knowl-
edge and expertise. They might have under-
taken some general leadership, business or 
soft skills training but their primary purpose 
has largely been to enhance their ability to do 
traditional legal work.  

As noted in a Cambridge University study [6],  
the problem with I-shaped professionals is 
that organisations increasingly need people to 
work collaboratively in cross-functional teams 

to innovate and problem-solve for the organi-
sation as a whole or their customers. The 
study highlighted that the main obstacle for 
service innovation through cross-functional 
collaboration is a skill or knowledge gap. To 
address that issue, this report recommended 
that organisations should actively develop 
more T-shaped professionals throughout the 
organisation. This becomes especially impor-
tant for the increasing number of companies 
that are transforming to an agile way of work-
ing but it remains important even for those 
that are not.  

What does a T-shaped professional 
mean? 

A T-shaped professional refers to someone 
who has deep domain expertise in one disci-
pline, together with various competencies  
and skills and knowledge from other areas, 
that helps that person collaborate with special-
ists from different disciplines to innovate for 
the organisation as a whole, not just one de-
partment. 

T
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However, the benefits of becoming a T-shaped 
professional extend well beyond enhanced col-
laboration to include, for example, being more 
adaptable and resilient.  
References to T-shaped professionals and 
skills have been around for many years [7]. 
Recently, various derivatives have been sug-
gested including the Key-shaped, X-shaped or 
Pi-shaped professionals. Each of these con-
cepts has some merit. However, the T-shaped 
construct is by far the most widely recognised 
and adopted globally throughout the corporate 
and academic [8] world. For example, others 
have taken the high-level T-shaped profes-
sional concept depicted above and applied it in 
more detail for T-shaped individuals, universi-
ty graduates, employees, engineers, designers, 
accountants and IT, HR and marketing profes-
sionals.  

The fact that the construct is so widely used is 
one of the reasons I chose to adopt it. I believe 
that lawyers should stop thinking of them-
selves as special, especially as one of the main 
objectives of developing non-legal skills is to 
collaborate with non-legal professionals. 
However, the main reason I decided in 2016 to 
use the T-shaped branding is that it provides 
the perfect basis for my vision and programs 
for transformation, not just improvement, of 
individual lawyers and also for legal teams and 
law firms.  

At the same time, I wrote an article called ‘The 
T-shaped Lawyer’ that was published in vari-
ous international publications [9]. I thought 
that I was the first to make the connection be-
tween the T-shaped professional construct and 
lawyers. However, I subsequently found out  
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that someone—R. Amani Smathers—had 
written an article and spoken at a conference 
about it a year earlier. Since then, a number 
of people have written or spoken about the T-
shaped Lawyer.  

However, as far as I know, I am the only one 
who has progressed from talking about it as a 
construct to actually developing comprehen-
sive frameworks and programs for legal 
teams, law firms and individual lawyers and 
delivering these programs to over one thou-
sand lawyers worldwide for the last five 

years. At a high level, the generic framework, 
that extends beyond just skills, is as shown 
below.  

There is a lot of detail within each layer of the 
framework and to explain that is beyond the 
scope of this article. So far, I have only shared 
details of the frameworks and program with 
my clients. But I am planning to make infor-
mation about the T-shaped Lawyer Frame-
work available more broadly. Stay tuned or 
get in touch if you’d like to find out more be-
forehand.  
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2. The O-shaped Lawyer 

Dan Kayne, general counsel of regions, Net-
work Rail UK recently came up with the idea 
of the O-shaped Lawyer to develop more well-
rounded lawyers by focusing beyond technical 
legal skills. Late last year he assembled an im-
pressive working group from across the legal 
profession in the UK and formed The O-
shaped Lawyer Program [10]. According to 
their website, they aim to ‘show that with a 
greater emphasis on a more rounded approach 
to the formation of our lawyers, the legal pro-
fession will provide its customers with a better 

service in a more diverse, inclusive and health-
ier environment.’  

The group is seeking to have the O-shaped 
Lawyer Framework (see below) adopted in two 
main areas. First, in the early stages of a 
lawyer’s education at university and in the new 
Solicitors Qualifying Exam program in the UK. 

Second, in the ‘practise stream’ specifically to 
adopt the O-shaped Framework in the en-
gagement between law firms and in-house 
teams. As I understand it, they are currently 
attempting to kick start the initiative with 
some pilots between firms and in-house teams 
in the UK.  

According to this framework, lawyers can de-
velop these ‘O’ behaviours by having a proac-
tive mindset, together with legal, business and 
customer knowledge and the skills outlined on 
the next page.  O
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3. The Delta Model  

Last year, a diverse group of academics in the 
US [11] conducted some empirical studies that 
confirmed the critical need for lawyers to de-
velop non-legal skills and competencies. They 
formed a group to devise a competency model 
that could be used by anyone in, or planning to 
enter, the legal ecosystem irrespective of 
whether the role is a legal or non-legal one and 
also irrespective of the stage of their career.  

The group were attracted to the T-shaped con-
cept, but they perceived that it lacks what they 
originally referred to as the personal effec-
tiveness dimension and what they now call the 
people dimension. It is true that Smather’s de-
piction of the T-shaped Lawyer—which is what 
they were using as their reference point—did 
not highlight these so-called personal effec-

tiveness aspects. However, these aspects are 
indeed covered in the general T-shaped pro-
fessional concept, being explicitly referred to 
as boundary crossing competencies, and in 
my T-shaped Lawyer Framework. 

The group decided to take the T-shaped con-
cept and modified it into what they refer to as 
the Delta Model. The model has evolved 
through several iterations but the latest ver-
sion at the time of writing this article is as 
shown below.  

Because the Model is still being developed, the 
details are still evolving. However, we can gain 
some insight into what is intended to be cov-
ered by noting that in the penultimate version 
of the Model, known as Version 3, the: 

• practice dimension was referred to as the 
Law and was stated to include subject mat-
ter expertise, legal research, legal analysis 
and legal writing 

∆
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• process dimension was referred to as Busi-
ness and Operations and was stated to in-
clude business fundamentals, project man-
agement and data analytics 

• people dimension was referred to as Per-
sonal Effectiveness and was stated to in-
clude relationship management, en-
trepreneurial mindset, emotional intelli-
gence, communication and character. 

Further insights into what is intended to be 
covered can be found on their informative and 
helpful site (https://www.designyourdelta.-
com/) where they refer to some specific com-
petencies as follows: 

People competencies - business development, 
character (accountability, common sense, in-
tegrity, professionalism, resilience, work 
ethic), collaboration, communication (active 
listening, conflict resolution, interviewing, 
managing change, speaking/writing persua-
sively), creative problem-solving, emotional 
intelligence (empathy, self-awareness, self-
regulation), entrepreneurial mindset (adapt-
ability, proactive problem-solving, taking ini-
tiative, strategic planning, curiosity), human-
centred design, leadership, and relationship 
management (feedback, coaching) 

Process competencies - business development, 
business fundamentals, data analytics, data 
security, human-centred design, process selec-
tion/design/improvement, project manage-
ment and technology 

Practice competencies - case analysis, case 
framing, issue-spotting, legal analysis, legal 
judgement, legal research, legal writing and 
subject matter expertise. 

Their site also refers to the current effort to 
develop playbooks that they plan to make 
available for use by different groups within the 
legal industry.  

So which framework is best?  

Although it is obvious where my preference 
lies, it would be difficult at this time for you to 
reach a conclusion on this question because 
details of the programs that underly the O and 
Delta Frameworks are not finalised, and de-
tails of my programs are yet to be broadly pub-
licised. 

However, it is worth noting the following 
points of difference between the three frame-
works:  
• the primary aim of the T-shaped Lawyer 

Framework and associated programs is to 
offer a solution for human transformation, 
which has so far been overlooked in the cur-
rent preoccupation with digital transfor-
mation. In other words, it outlines a com-
prehensive vision and means for lawyers to 
develop new skills, and competencies, capa-
bilities, knowledge and mindsets so that 
they can, and actually do, use these to truly 
transform what work they do and how they 
do it, not just improve their current way of 
working. It is not clear to me whether the 
same can be said for the other two frame-
works that appear to have different purpos-
es 

• the T-shaped Lawyer Framework takes a 
well-known and established construct that 
is widely used by a range of professionals in 
the business world and applies it to lawyers. 
The other two models are being developed 
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• by lawyers or legal academics just for those 
working in the legal industry 

• the T-shaped Lawyer Framework and asso-
ciated programs have been refined, tried 
and tested over many years and in many 
countries throughout the world for in-house 
lawyers and in-house legal teams and I am 
now, in conjunction with a leading firm, in 
the process of developing it for lawyers 
working in firms. The other two frameworks 
and associated programs are still under de-
velopment and, as far as I know, not yet 
tested or applied in the real world 

• unlike the O and Delta Frameworks, the T-
shaped Lawyer Framework was not origi-
nally designed with law students and gradu-
ates in mind, although it would be possible 
to develop such a version 

• the O-shape is symbolic of the well-rounded 
person its programs are intended to pro-
duce. The three sides of the Delta Model are 
intended to symbolise change and the three 
dimensions of education and training essen-
tial for anyone working in the legal industry. 
The T-shape is symbolic of the specific shift 
that I believe lawyers need to make from 
narrow/legal to broad/business and from 
specialist to expert generalist 

• the founding group of the Delta Model are 
high profile academics in the US, which is 
likely to help their efforts to have their mod-
el adopted. The O-shaped Lawyer move-
ment has the support of some general coun-
sels and a few law firms in the UK and that, 
too, will likely assist their efforts to have 
their model adopted. The T-shaped Lawyer 

Framework is not that well known other 
than to the legal teams and law firms 
around the world that have participated in 
my programs. That is one of the reasons 
why I have decided to ‘open source’ a lot of 
the information about it in my upcoming 
book.  

Conclusion 

Whatever differences there may be between the 
three frameworks, the one thing that they have 
in common is that they all emphasise the cru-
cial need to focus training and development be-
yond legal knowledge and skills. 

Having a framework and associated programs 
is important because it can convert an other-
wise random grouping of theoretical courses on 
non-legal skills into something capable of being 
applied in various practical contexts more 
broadly and consistently. It also facilitates cre-
dentialing or certification that will eventually 
help to validate qualifications in this previously 
opaque area of professional development. 

Ultimately, it is not the name of the framework 
that matters but rather the extent to which the 
framework, and the detailed programs and 
modules, meet your objectives, whether that is 
to just learn a few more skills to be better at 
what you do today or to truly facilitate human 
transformation to complement any digital 
transformation programs.  

The other critical factor is the qualifications and 
experience of the person delivering the pro-
gram and how well they understand and can 
explain the application of the theory, to your 
unique work situation. 
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In a way, it is a bit like when you look in the 
mirror and ask yourself are you in the best 
physical shape for whatever it is you want to 
do. Once you’ve decided on your objectives, 
you then have a choice. You can pick a few ex-
ercises that you think are going to achieve 
your goals and do these on your own. Alterna-
tively, you can sign up to a program designed 
by a health and fitness professional. You can 
then do the program on your own or with the 
help of a personal trainer to make sure that 
you are doing the exercises properly and keep 
you focused over the long term. 

For something as important as your health or 
career, it is crucial to be clear about your ob-
jectives and take the time to become better in-
formed about the different options to help you 
achieve your objectives. This article is intend-
ed to raise your awareness of the three prima-
ry options so that you can find out more about 
each one and make an informed choice about 
what shape you’d like to become.   

Notes  
[1] See, for example, The World Economic Fo-
rum 2018 Future of Jobs Report  
[2] https://www.weforum.org/press/
2020/01/the-reskilling-revolution-better-
skills-better-jobs-better-education-for-a-bil-
lion-people-by-2030/ 
[3] The Future of the Professions: Richard 
Susskind and Daniel Susskind, OUP Oxford 
2015
[4] Foundations of Practice: The Whole 
Lawyer study of over 24,000 lawyers in the US  
[5] See for example Suffolk University’s Legal 
Innovation and Technology Certificate, Uni-
versity of Calgary’s Legal Practice: Innovation 
course, and the report compiled by Andrea 

Perry-Petersen on Innovation courses in Aus-
tralian Universities
[6] Succeeding through Service Innovation
[7] See David Guest, “The hunt is on for the 
Renaissance Man of computing,” The Inde-
pendent, September 17, 1991. The concept was 
popularised by Tim Brown, CEO of Ideo, when 
referring to the type of person his famous de-
sign studio seeks to recruit. 
[8] See for example T-shaped graduates  and 
https://www.studyinternational.com/news/
leading-law-schools-that-produce-t-shaped-
graduates-with-global-talent/
[9] Peter Connor, “The T-shaped Lawyer’. ACC 
Docket July Edition 2017. 
[10] https://www.oshapedlawyer.com/ 
[11] Natalie Runyon, Shellie Reid, Cat Moon, 
Alyson Carrel and Gabe Teninbaum 
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Survive & Thrive Post-Pandemic:  
A Guidebook for Legal & Professional 
Services 
 
By Julie Savarino

Now more than ever, every lawyer and professional services provider can benefit 
from reinvigorating their practice, habits, and business.  

This highly-rated guidebook, Survive & 
Thrive Post-Pandemic: A Guidebook for Le-
gal & Professional Services Providers was 
written by a top thought leader, Julie 
Savarino and provides detailed, specific, 
and strategic steps any practitioner can take 
to ensure their continued prosperity.  

This book contains a wealth of immediately 
usable and strategic information to help de-
termine the next best steps for refreshing or 
rebuilding professional practices and firms 
in the wake of the pandemic. 

Book Announcement

XXXXXXXXXXXXXXXXXXXXX
XXXXXXXXXXXXXXXXXXXXX

https://www.barnesandnoble.com/w/
survive-and-thrive-post-pandemic-julie-
savarino/1137083974?
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I’m a new leader in my organization. 

While I’ve been in a leadership role for a 
number of years, and held leadership posi-
tions in other organizations, it wasn’t until 
my dad (our former Executive Director) 
stepped down in December that all eyes 
were on me to take the reins and steer the 
ship (forgive me the mixed metaphor).  

And then a pandemic happened.

Leadership in a Time of Crisis: 
Lessons from Quarantine 
By Lindsay Griffiths, Executive Director International Lawyers Network
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I had to laugh, really, at first, because it 
seemed so unbelievable. Until I remembered 
that my dad was scheduled to fly out for his 
first conference as the ILN’s Executive Direc-
tor on September 11, 2001 from Newark Air-
port. I remember very vividly believing he was 
already on a flight that morning and being for-
ever grateful that I managed to get through to 
him on the phone before the lines became too 
overwhelmed for calls. The conference pro-
ceeded, but he was grounded, along with fel-
low US delegates, a very small inconvenience 
considering the enormous price that others 
paid that day. 

He also steered the organization through the 
economic downturn of 2008 & 2009, an ex-
ceptionally challenging period for the legal in-
dustry in particular, and one that it took 
tremendous skill to not only weather but re-
cover from. My dad has been a phenomenal 
leader for our organization, one that the mem-
bership has always looked to for guidance (and 
me too!). 

So one of the first lessons for leadership that 
I’ve learned in this time of pandemic is that 
I’m not unique – even if the situation facing us 
is one that is unprecedented, someone before 
us has been through something challenging 
and awful before, and we can learn from the 
way that they’ve handled it (or not handled it) 
to lead our organizations through. Whether 
you look inside your organization for this per-
son, or to other leaders, you can always find a 
precedent to follow or avoid.  

Of course, at this moment, time has yet to de-
cide whether my leadership will guide the ILN 
through successfully – I can only work dili-

gently, creatively, passionately, and with a 
tremendous amount of hope, to ensure that it 
does. With the incredible group of lawyers that 
I have behind me, I am sure that we will pre-
vail. Over the last several months, I have seen 
so much strength, kindness, grit, and compas-
sion from them, that I know we have what it 
takes as an organization to thrive. 

But there are lessons that I have learned dur-
ing this time that I feel are helpful to share 
with others who may be new to leadership or 
may be looking for something to hold onto in 
these turbulent times.  

“Be more human” 
This one comes from a keynote speech that 
Dan Pink gave a few years ago at a conference 
and it’s essential in the current moment. I 
can’t emphasize enough the importance of 
leading with our humanity first – most of us 
are uncertain, if not downright anxious, about 
what’s next, whether that’s sickness, the im-
pact on our businesses, our employees, our 
families, the economy, you name it. That un-
certainty and anxiety is causing friction at 
home, with our colleagues, out in the world 
(when we DO dare go out in the world) and 
definitely in our communications with each 
other and our colleagues, clients, and those we 
lead. It’s okay to admit that we’re anxious too. 
There’s a thin line between seeming hysterical 
and terrified about what’s going to happen 
(even if you are), and letting the people that 
you lead know that you share their anxieties 
about the future, but that no matter what hap-
pens, you’re in this together, and you will do 
everything in your power to guide them 
through this. Leading with empathy and hu-
manity in the current environment is essential.
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Even a few months into this, anxiety is still ful-
ly present and leading with humanity is more 
important than ever.  

Add a dose of grace and patience 
For many of us (most of us?), the early weeks 
of the pandemic were marked with chaos. 
Some firms were figuring out how to work 
from home for the first time, some were figur-
ing out which employees were essential, and 
which weren’t, and what equipment everyone 
needed, and where. Parents were juggling 
homeschooling for the first time, while also 
trying to navigate working full time AND par-
enting AND homeschooling. Even those of us 
who always worked from home were distract-
ed by increasing virus cases, daily changes to 
orders to stay at home, wondering what quali-
fied as an “essential” versus “non-essential” 
business, and worrying about our friends in 
healthcare, retail, and other essential careers. 
The likelihood of someone hosting a video call 
where a child, pet, or spouse popped into the 
background was extremely high. Truthfully, 
none of us were getting this 100% right – and 
while we’ve come to a certain type of “new 
normal,” the stress and anxiety may mean that 
distraction and interruptions are highly likely 
at any time – especially as we now navigate 
students returning to school or hybrid school-
ing, or we return to the office. Accepting that 
those you lead may need some leeway and 
flexibility is key. Understanding that not only 
will others make mistakes and not do this per-
fectly, but YOU also won’t, is an important les-
son for all of us. Trust me – I didn’t (and 
don’t) get it perfectly right, and that’s okay! 
The more we approach this with grace and pa-
tience, the easier we make these ongoing tran-
sitions on everyone, and the more those that 

we lead will be willing to look to us for support 
and guidance. 

Hey, self-care! 
This has become a bit of a catch-phrase lately, 
and I know a lot of people sort of roll their 
eyes about it, but I have learned over and over 
again through the time of the pandemic that 
this is truly important to me. I’m not talking 
about getting in a bubble bath and spending 
four hours reading for pleasure (though, if 
that’s your jam, get after it!). I’m talking about 
the importance of schedule and boundaries. 
As I mentioned, I’m a work-from-home veter-
an, and so I assumed that I had my routine 
down already, but I learned very quickly that 
because I wasn’t facing the week with enough 
intention, I ended up working extremely long 
days without enough focus, and they were 
leaving me too drained to do enough of what I 
needed to do. I now treat each week much dif-
ferently – I start my day an hour earlier with 
meditation, take a break midday for a walk (as 
much as I can), drastically limit my social me-
dia, and commit to focusing only on one task 
at a time. It leaves me MUCH more focused, 
which helps me to get things done more effi-
ciently than in the early days of the pandemic.  

I also fully disconnect on the weekends, check-
ing email only intermittently to answer those 
messages that are urgent and relegating all 
others to my in-office to-do list. This has been 
a big shift for me, since we’re an international, 
24-7 business. But when I make myself avail-
able and responsive without any breaks, that’s 
what’s expected of me – and I can add value to 
my clients without burning myself out in the 
process. In fact, I add MORE value to my 
clients when I set boundaries that ensure I’m 
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showing up to work fully engaged in the 
process, feeling fresh enough to be creative 
and passionate about solutions, and not dis-
tracted and exhausted.  

Communicate More 
This was a new one for me! I knew my lawyers 
were overwhelmed with work, because they 
had clients reaching out to them from a variety 
of areas as businesses were being asked to 
shut down and questions were being asked 
and force majeure clauses were being invoked. 
I always aim to be of value and not a bother 
(my lawyers who receive many emails from me 
will laugh at this), so initially, I wanted to give 
it some time – and then a lawyer reached out 
to me with a couple of questions, and it made 
me realize that they needed to hear from me 
too. My communications still needed to be of 
value, but I could be providing them with re-
sources that they could avail themselves of or 
not and reaching out on a continuous basis. 
After sending out my initial communication, 
one of my members and the managing partner 
of his firm, sent me an excellent article on 
“Leading through COVID-19: An Organiza-
tional Psychologist’s Perspective,” which rein-
forces this point, and makes several other ex-
cellent ones. Particularly at the moment when 
we are, in many cases, working virtually, regu-
lar communications with your team are abso-
lutely essential – they must be valuable to 
your team, but they need to know that you’re 
there, that you are willing to listen and help 
them, and what resources you have available 
to them.  

As I connect with more and more leaders with-
in my organization (and outside), the one les-
son that we’ve all learned during the pandemic 

is the importance of good (and regular!) com-
munication with our teams. This shouldn’t be 
limited to work-related communication either. 
Many people may only just be realizing the 
impacts of low-grade constant anxiety from 
the last several months, or may have been suf-
fering over time, while others are thriving in 
this environment (if it’s you, please tell us your 
secrets!). Having touch points with these peo-
ple to ensure that everyone is okay shows care 
and concern and can avoid a larger problem 
down the line.  

Build in community 
This is an idea I wish I’d come up with myself, 
but one of my lawyers approached me with it – 
we were supposed to have our Annual Confer-
ence in March, but like many organizations, 
have postponed our in-person events for this 
year. Instead, he suggested, why not at least 
have our welcome reception online using 
Zoom? I had always planned to connect every-
one virtually at some point through virtual 
learning opportunities, which indeed we have 
done, but his idea was spot on, and even better 
– one of the things that we immediately lose 
out on when we have to cancel everything and 
quarantine is that sense of community. While 
it’s not entirely replaced by virtual options, we 
can make the most of what we have using 
technology. What are some of the ways you 
have replicated your firm’s culture virtually? 

It may not need to involve the entire firm at 
once, but maybe a practice group hosts a vir-
tual happy hour one Friday, or the managing 
partner volunteers some “office hours” over 
coffee a couple of days a week. Yes, it’s chal-
lenging to keep offering up what seems like 
“free” time when we’re all swamped with other

 � • eMagazine • www.legalbusinessworld.com32



concerns but building community when we’re 
so far apart geographically at the moment is so 
necessary to preserving the firm’s culture. 

One of the lessons I’ve learned in creating and 
preserving our digital culture is to not “set and 
forget it.” When we have one idea and it’s suc-
cessful, we always need to be working on what 
the next idea will be. So, while we have now 
hosted our virtual welcome reception, coffee 
breaks, educational opportunities, we do need 
to constantly be “reinventing the wheel,” to 
identify what the next best idea for connecting 
with our organization’s members is to continue 
to preserve our digital culture. Maybe that’s a 
break from Zoom calls to have phone calls for a 
month with your team, or a digital game night. 
Maybe you arrange for everyone on your team 
to receive the same wines and invite a sommeli-
er to do a virtual wine tasting. I’ve heard from a 
number of firms that were previously operating 
multi-office settings that they’re now closer 
than ever before, because they’re able to engage 
with people that they weren’t used to seeing on 
a regular basis. So while I’m sure we will get 
back to being in an office at some point, there 
are certainly benefits to having, and maintain-
ing, a digital culture as well.  

It’s a challenging and unprecedented situation, 
but there is always an opportunity to learn. It 
may be difficult to find the silver lining in a 
quarantine, but these leadership lessons will 
serve us well in the long term in creating a co-
hesive and connected culture among our orga-
nizations.  
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Legal Marketing Association’s New York chap-
ter in 2014 for her substantive contributions to 
the industry. Her blog, Zen & the Art of Legal 
Networking was chosen for the American Bar 
Association Journal’s inaugural Web 100‘s 
Best Law Blogs in 2019, where judge Ivy Grey 
said “This blog is outstanding, thoughtful and 
useful.” Ms. Griffiths was recently chosen as a 
Top Author by JD Supra in their 2019 Read-
ers’ Choice Awards, for the level of engage-
ment and visibility she attained with readers 
on the topic of marketing & business devel-
opment. 

Coming Soon 
This Fall …

eMagazine • www.legalbusinessworld.com • �33

https://www.ilntoday.com
https://www.ilntoday.com
https://www.ilntoday.com
https://www.ilntoday.com


HELPING THE NEW FIRM LEADER 
SUCCESSFULLY TRANSITION 
VIRTUAL ADVISORY SESSIONS    
Leadership transitions do not occur as a series of linear or logical steps.  If you are about to take the reins 
and transition into the role of Firm Leader, you are about to make a quantum leap into a new reality – one 
often containing big goals and complex challenges.  Will you be prepared to successfully navigate this 
transition?  Do these sound like some of the perplexing questions that you have been asking yourself: 

•  Am I really clear on the reasons why I accepted this position? 
•  How can I be sure that I have correctly understood what is expected of me? 
•  Which tasks should be a priority and which tasks can be put on hold? 
•  Who am I going to meet with first and what am I going to say? 
•  Have I defined the challenges and determined an approach for dealing with them? 
•  When can I begin to introduce change and what is my initial plan of action? 
•  How do I make sure that I have the support I need from the partnership? 

These questions can rattle around in your brain with little clarity.  My name is Patrick J. McKenna and 
since 2007, I have helped dozens of new firm leaders, many from AmLaw 100 and 200 firms, navigate their 
first 100 days by way of my highly successful Master Class (see: First 100 Days Masterclass with the vari-
ous testimonials).  These advisory sessions provide that same content – only in a highly interactive and 
customized one-on-one process.  I can help you achieve the clarity you need and here is how I propose 
that we tackle your transition: 

One-On-One Consultations 
We will schedule a session approximately every second week (or weekly if required) – each last-
ing about 60-90 minutes by telephone or desktop video; and I will provide additional counsel by 
email as needed.  The intensity of the support depends entirely on your unique needs.  I am here 
to help you get the job done and your problems are my problems. 

Homework and Reflections Assignments  
You may expect to be provided with prescriptive reading materials, things to think about, thought-
provoking exercises, and homework assignments – all to help you be highly successful in your 
leadership transition. 

Document Review 
I will also review and provide detailed feedback on any documents, reports or written notes relat-
ed to your leadership transition – from formal job descriptions to your First 100 Days action plan. 

These sessions will give you practical insights and actionable perspectives about how to succeed in your 
new role.  And my entire process is: 

- Unique Offer by Thought Leader Patrick J. McKenna-



TOTALLY CONFIDENTIAL – no one in your firm need know that you have retained a special advisor to assist 
you with your leadership transition. 

EASILY ACCESSIBLE – from anywhere in the world through audio (telephone) or video (Zoom or other) 
desktop conferencing and either during regular office hours or at a time that is most convenient to you. 

AFFORDABLE – your one-on-one advisory assistance is priced on a flat fee for Ten (10) sequential sessions 
(plus any disbursements) complete with my satisfaction guarantee – If you are not completely satisfied 
with the services provided during any session in this engagement, I will, at your option, either completely 
waive my professional fees or accept a portion of those fees that reflects your level of satisfaction. 

WHAT IS INVOLVED IN MY FIRST 100 DAYS ADVISORY SESSIONS 
Here are the issues that we will address over the course of our sessions together. 
Session 1: Beginning Before the Formal Handoff 
  What competencies, resources, and skills do you bring to this new role and how will you lever 
  age them? 
Session 2: Getting Clear on Your Mandate 
  Review 4 predictable stages of your transition and 10-point critical action plan for working with  
  your predecessor. 
Session 3: Understanding Your New Role 
  How does your firm’s current circumstances shape your expectations of what your first steps  
  should be? 
Session 4: Hitting the Ground Listening 
  Determine partners views of the important areas where you must succeed and what their ap  
  petite is for change. 
Session 5: Working with Your Administrative Professionals 
  Identify how well your administrative professionals are performing and how they should work  
  with you. 
Session 6: Working Effectively with Your Business Units 
  Review 10 elements of structural integrity and how you can help your practice/industry groups  
  accomplish results. 
Session 7:  Setting Your Strategic Agenda 
  We will develop your specific 100 Day Action Plan identifying your priorities going forward 
Session 8: Stimulating Change That Sticks 
  Review 25 different strategic levers you have available to you to stimulate productive change 
Session 9: Securing Early Wins 
  Design some ‘early wins’ pivotal to building political capital and momentum around results 
Session 10: Managing Your Time – Priorities Dilemma 
  How will you balance your time in the early weeks, given the demands that will be made?  

LET’S ARRANGE A NO-OBLIGATION INITIAL DISCUSSION 
Contact me (patrick@patrickmckenna.com) to set up a time for a get-to-know-you conversation.  I will ask 
about the challenges and issues you are expecting to face in your first 100 days and you may ask me any 
questions you wish about my background and specific expertise.   

There is no obligation to enlist my services as a result of our discussions and at the very least, I’m sure 
that I can provide you with some valuable initial counsel 

Patrick J. McKenna
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Becoming Firm Leader: 
How Difficult A Job It 
Can Actually Be 
By Patrick J. McKenna, Thought Leader and renowned Author and Speaker
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The very concept of leadership is elusive and 
tricky.  Every business-book author coins a 
new "type" which is then sold as the latest 
elixir to problems.  We see these everywhere: 
authentic leadership, transformational leader-
ship, charismatic leadership and other faddish 
titles.  It is hard to define leadership in a way 
that is satisfactory to everyone although most 
professionals tell me that they believe they 
know it, when they see it.   

What these same professionals may not appre-
ciate is how difficult the job of leading a firm 
can actually be.  There are a number of truths 
that aren’t identified in any guidebook; that 
experienced leaders only whisper about after 
having been in the role for some period of time 
and after having recognized that the fine art of 
leadership is always a work in progress. 

Here are some truths that I know to be valid 
based upon anecdotal evidence gleaned from 
countless discussions and interviews with firm 
leaders, much wiser than I: 

1. Be prepared to become unpopular 

Many professionals become leaders by virtue 
of the fact that they have some popularity 
amongst their peers.  We take on leadership 
roles in the belief that we can make a differ-
ence and make our firms even better.  Which 
most often means that we must make changes, 
hold people accountable and move forward 
with purpose and determination.  We soon re-
alize that making the changes and progress we 
were so excited about all comes with a price. 

One of your important tasks in being an effec-
tive firm leader is to make decisions.  To make 

any decision requires that you review numer-
ous options toward finally putting aside vari-
ous possibilities in order to select just one.  
Decide is an interesting word.  The root word 
decider means to “cut off.”  Thus, any leader-
ship decision can be seen as cutting you off, 
separating you from all other possibilities as 
you select just one course of action.  

And there are FEW easy decisions.  The best 
understand which ones they can delegate and 
which they need to focus on, but ultimately 
you will need to decide certain things that will 
invariably go against the interests of certain of 
your partners.  And every decision you make 
will serve to earn you the favor of some col-
leagues while simultaneously suffering the dis-
favor of others.  Isn’t that comforting?  Each 
decision you make blesses one partner while 
alienating another partner.  

Some of the best leaders I’ve met periodically 
engage in what I would call, “Purposeful De-
ferment.”  They operate on the principle of 
never making a decision today that can rea-
sonably put off until tomorrow.  And I’m not 
being uncomplimentary.  Whenever requested 
to make a decision they would first ask, “How 
much time do I have?”  In other words, is it 
essential that the decision be made now, in a 
day, next week or within the year?  These 
leaders have wisely discerned that if a particu-
lar decision can be reasonably delayed for a 
short while, than circumstances may change – 
an adversary may leave the firm, a competitor 
stumble, or an advantageous new develop-
ment emerge. 

Strategic decisions, budgetary decisions, com-
pensation decisions, all involve the distribution 
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of finite resources that are seldom distributed 
equally.  Thus, every decision you make is “like 
surgery.”  It is an intervention into a body 
politic that carries with it the risk of “shock” to 
the system.  To be a great leader, you need to 
have a strong will and an even stronger stom-
ach. 

Nevertheless, at the end of the day, you need 
to remind yourself that your job isn't to make 
everyone happy or even satisfy the interests of 
certain power partners, but rather to progress 
the best interests of the firm as a whole.  So 
eventually you will say no to many of your 
partners.  It is to be expected that any good 
leader will make enough decisions to eventual-
ly . . . disappoint everyone at some point in 
time!   

And as it is impossible to lead partners who 
doubt or despise you, your constant anxiety 
will be in making those decisions that are the 
least offensive to the greatest number.  As 
Harry Trueheart, an old friend and now for-
mer Chairman of Nixon Peabody once told me, 
“You know your time is up, once you have had 
to say no to enough of your partners.” 

Thus, your job is to make decisions until even-
tually the decision is made – to get rid of you. 

2. Be prepared to be afraid 

Most leaders will go out of their way to hide 
their fears.  In fact, there is a common myth 
that suggests that to be a good leader, you 
must be fearless.  But that is not what some of 
the best leaders would quietly tell you. 

Any leader professing that they have no fear  

may well be someone who lacks sound judg-
ment.  Any leader who refuses to admit their 
fears may well be imbued with hubris and self-
importance.  Fear does not make us weak, nor 
does it mean that you have a lack of faith in 
your capabilities.  Fear is necessary, cannot be 
eliminated, and is a natural part of being a 
leader.  You do not have to overcome your 
fears; but rather you need to know precisely 
what you are afraid of.  

Consider this perspective from widely regard-
ed CEO Coach, Mike Myatt:  

“It has been my experience that the great-
est fear most professionals struggle with is 
the fear of failure.  In fact, it is often this 
fear of failure that governs how much risk 
they will take on, and in turn how success-
ful (or not) they are likely to become.  
Everyone reading this has failed with re-
spect to some undertaking in the past.  Life 
will become much easier to navigate when 
you learn to accept failure as healthy and 
normal.  From my perspective, when my 
life is void of failures I’m not growing, de-
veloping, stretching, or pushing.  Put sim-
ply, if I’m not failing then I’m not trying.  
I’ve experienced lots of failures and I’m 
better for them.” 

Any leader who has ever launched a new ini-
tiative understands the inevitability of running 
into numerous hurdles over the lifecycle of 
their undertaking.  The difference between 
those who succeed, and those who fall short, is 
their perspective on how to deal with those 
hurdles.  As Mike says, fear of failure can be 
far more destructive than failure itself.  It can 
paralyze any firm leader who holds the view 
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that anything short of perfection is not even 
worth attempting.  Over three decades of 
working with firms I have observed firsthand, 
firm leaders, who but for being obstructed 
by fear of failure, could likely have been enor-
mously more successful.   

Here’s the thing – setbacks and difficulties are 
an inevitable part of leadership.  If, as the firm 
leader, you don’t ever fear that you are in way 
over your head, I would suggest you’re not 
spending enough time in the water.  It is HOW 
you learn to overcome your fears and manage 
risk that will determine how successful you 
will become.  

3. Be prepared to always be on stage 

Imagine yourself projected on a 50-foot screen 
by a video camera.  That is precisely what is 
happening right now for every firm leader.  
Every move you make, whether physical or vir-
tual, is subject to discussion, review and inter-
pretation.  That includes how you relate to cer-
tain people (like who gets include on your 
email communiques), how you allocate your 
time, and how thoroughly you prepare for var-
ious meetings.    

Meetings are an interesting example.  Every 
firm leader holds numerous meetings, and 
every meeting has an agenda, whether written 
or unwritten.  The cumulative content of your 
agendas clearly signals your priorities and 
concerns.  The conscious management of your 
agenda, and your input into meeting agendas, 
is a powerful signaling device.  

And your presence must always be present.  
Your microphone is always on and every mes-

sage, verbal or non-verbal, is open to misin-
terpretation.  A study conducted by Harvard 
professor Daniel Gilbert estimated that 46.9% 
of the mind is spent "wandering."  Being 
present means simply having a moment-to-
moment awareness of what's happening.  It 
means paying attention to what's going on 
rather than being caught up in your thoughts.  
In the middle of a conversation, if your mind 
is somewhere else, your eyes will glaze over 
and you'll start making facial expressions not 
typical of a person really listening.  It is guar-
anteed that your partners will notice.   

Leadership is basically a people business.  You 
can’t let paperwork or deadlines create a bar-
rier between you and the opportunity to touch 
your colleague’s lives.  So, here’s the key: Nev-
er see your colleagues as interruptions.  If your 
partners conclude that your day-to-day tasks 
are more important, they come to the conclu-
sion that you don’t care about them.  

Finally, if you have ever whispered negatively 
about some aspect of your firm or about some 
partner you work with, you may have not real-
ized how that can come back to bite you in the 
ass.  People will not trust or build a meaning-
ful relationship with anyone who gossips 
about others.  Too often, leaders are oblivious 
to how quickly word of their conduct can 
spread throughout the firm.  When it does, 
their partners will start wondering what’s be-
ing said about them in private.  Even if you 
don't initiate the conversation, if you take a 
passive role and laugh while others are talking, 
you are still guilty of participating.  Beware of 
ever rolling your eyes while someone is talking 
or discussed some partner’s personal life.  
Smile . . . someone is ALWAYS watching! 
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No matter what you are dealing with, no mat-
ter who you are talking to, no matter where 
you are, you must never let your guard down.  
The job of being the firm leader means always 
being under a microscope. 

4. Be prepared to purposely mislead 

People frequently tell what might be called so-
cial lies.  For example, in order to maintain a 
good working relationship with a fellow part-
ner you pretend to be busy when he asks you 
for lunch rather than have to admit that you 
find this partner’s company boring and would 
rather not spend time with him. 

Of course, firm leaders need to set an example 
of honesty and integrity for their firms. But 
part of the art of leadership is knowing when 
untruths have to be told and being able to dis-
tinguish those deceptions —the ones created 
for unselfish reasons —from the purely self-
serving kind.  History is rich in stories of lead-
ers who decided that spin, omission or out-
right lies, whatever it took to get people to do 
what had to be done, would serve their con-
stituencies better than the truth. 
As stated earlier, leadership is like a theatre 
and the firm leader must often behave as an 
actor on the stage.  Thus “being the face of the 
firm” and the image presented to the outside 
world is not the true self but an edited version.  
This edited self takes into account how one 
wishes to be seen by others.   

Quick show of hands: “Who, then, wants to 
willingly reveal their inadequacies, errors or 
performance problems to the rest of the pro-
fession?”  So, while you endorse the belief that 
complete honesty is important, you will never-

theless conceal, deceive and exaggerate to 
make a positive impression on others.  In fact, 
many firm leaders attend seminars and con-
ferences secretly hoping to discover that every 
other firm is as they are. 

There is “spin” — statements that arrange the 
facts to paint the rosiest possible picture.  “The 
sin of exaggerating profitability here or puffing 
up firm statistics there will be outweighed by 
the great job I’ll do when I finally get this all 
worked out.”  You will spin your stories to 
make your firm (and by extension, yourself) 
look to be performing far better than you 
might otherwise be.  You will, of course, justify 
your actions on the basis of needing to have 
your firm appear appealing to clients and to 
attractive lateral candidates. 

If social honor, damage control and survival 
all can justify deception, the central task for 
any firm leader is this: distinguishing the situ-
ations where those motives do justify false-
hood, from those where deception would still 
be wrong. 

5. Be prepared to be kept in the dark 

From the day you take on the role of firm 
leader you are flooded with information, from 
those partners wanting to meet with you to 
those who want to let you know “how things 
really work around here” – but reliable infor-
mation . . . will be surprisingly scarce! 

Much of the information that comes to you 
will be filtered, sometimes with good inten-
tions, sometimes with not so pure intentions.  
As one managing partner phrased it for me, 
“The issue is, after you become the firm leader, 
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how do you get a good grasp of people’s candid 
views, when it seems like all of your partners 
and indeed the whole firm, is conspiring to tell 
you only what they think you want to hear?” 

Accessing reliable information becomes even 
more difficult when immediately after you are 
elected as firm leader, all of your prior rela-
tionships change.  Well-meaning partners edit 
themselves your administrative staff are not 
naturally inclined to now disagree with you, 
and the truth becomes difficult to ferret out.  
Further, because you may be able to impact 
some partner’s compensation and their career, 
each partner’s agenda colors the way you per-
ceive their truth. 

Effective leaders tell me that you need to get 
out and about within your firms, hold (even 
virtual) informal gatherings to receive input, 
promote openness and show interest in your 
colleagues’ opinions, consciously promote di-
versity of opinion and be discrete in keeping 
the confidences of others.  And reach out be-
yond just your partners.  I will never forget 
one firm leader telling me about her monthly 
Birthday Lunch wherein anyone and everyone 
in the firm (could be done by office) who had a 
birthday in a specific month would gather to-
gether for a celebratory luncheon.  She related 
how she would attend, sit there amongst the 
group, and stay just listen.  She claimed she 
learned more about what was going on 
throughout the firm at those gatherings, than 
any other activity she engaged in. 

Several other firm leaders pointed to impor-
tant relationships they had with independent 
advisers who can tell them unvarnished truth 
and have license to criticize their thinking. 

6. Be prepared to drive with your head 
out the window 

Time is your most precious resource.  One 
mistake that some leaders make is spending 
far too much of their leadership time looking 
in the rearview mirror.  You cannot obsess 
about what happened last year or over what 
actions your competitors have been taking.  
You need to look at the road ahead. 

Look at the issues that are currently consum-
ing your time.  I often ask firm leaders a cou-
ple of questions that painfully illuminates 
where they spend their time.  First: “What 
proportion of your time is spent solving prob-
lems versus what proportion is spent on ex-
ploring new opportunities?”  After a rather 
awkward reflection period, the answer I usual-
ly elicit is about 80% solving problems and 
20% on exploring opportunities. 

I secretly suspect that it is really more like 95% 
on problems and 5% on opportunities, but let’s 
analyze what this division of time infers.  This 
means that as the firm leader, you are spend-
ing 80% of your time and energy looking 
backwards and fixing things, while only 20% 
looking forward and creating things.  Firms 
operating in this mode will never lead in their 
marketplace.  

So why does this happen?  Well, it should be 
obvious that most of us professionals are vet-
eran problem solvers.  We are trained to re-
solve the issues, put out the fire, correct the 
underperformance, and generally “fix” the 
problem.  There is a powerful gravitational 
pull that unconsciously moves us toward fixing 
things instead of innovating; toward restoring 
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instead of increasing and toward reacting 
rather than being proactive.  

We need to understand that fixing things, 
however noble, simply restores the prior per-
formance or condition, which is comfortable, 
but limits value.  However, if your focus is on 
improving the condition, on inspiring en-
trepreneurial endeavors, on being innovative; 
then your intent is not on restoring the status 
quo, but on developing a level of performance 
that exceeds yesterday’s standards. 

There is a follow-up question I then usually 
pose: “Of the time you spend on exploring op-
portunities, (remember it was reported to be 
20% of the total) how much of that time is di-
rected toward pursuing billable production, 
winning the next big transaction or respond-
ing to a competitor, (the present) versus pur-
suing the development of entirely new skills, 
new services, new technologies, or new rev-
enue streams (the future)? 

Again, if I was generous in reporting what I’ve 
learned, the average firm leader spends about 
60% of their (20%) time exploring present op-
portunities and 40% on future opportunities.  
That drives a point worth scrutiny: What kind 
of a future is likely to be created by a firm 
leader spending about 8% of his or her total 
leadership time and energy focused on that 
future?  And this is in firms that have a full-
time firm leader - someone who actually 
spends all of their available time on leadership 
and management matters.  Those spending 
less than full-time usually have next to no time 
for the future . . .  except of course, during that 
one-day, off-site annual planning retreat. (Is it 
any wonder why so many of these retreat-gen-

erated “strategic ideas and initiatives” are 
dead on arrival!) 

Attention is your most powerful tool.  So, if 
you want your partners to focus on innovation 
or business development or client service – 
nothing speaks louder about what is of 
bedrock importance than where and how you 
choose to spend your time.  Where a firm 
leader spends their time is not a matter of 
chance.  Choices are made daily about what to 
do and with whom.  

The best firm leaders are compulsively attuned 
to their external environment and always look-
ing to identify how, or how fast, the competi-
tive game may be changing.  They seem to 
have a sixth sense toward detecting trends, 
early warning signs and snippets of emerging 
opportunity.  One firm leader I know gets his 
office managing partners together on a quar-
terly basis to discuss what’s new and what’s 
going on in their area of the country.  They ex-
amine their world from multiple angles, look 
for unstoppable trends and share their best 
thinking on which signs of change may matter 
the most to the firm and how each could play 
out.  This firm leader then goes to his monthly 
partners meeting and throws out a bunch of 
hand grenades to (as he phrased it) “shake up 
his partner’s thinking.” 

Favor the future over the past and focus on 
opportunities not problems. 

7. Be prepared to dispense tough love 

I’ve heard all the various excuses: “This isn’t 
the right time.”  “There’s nothing I can do.”   
But someone needs to decide, advocate, and 
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take ownership.  It isn’t enough to simply ask 
for more data.  It is usually obvious who needs 
to go and most of the time I see how firm lead-
ers know it in their gut but are still reluctant to 
take remedial action.   

Sometimes, being courageous requires that 
you have to confront friends, the ones who 
have furthered your career and know your se-
crets.  It can be hard to admit that there is a 
problem when you have a long-term working 
relationship with a particular partner or think 
that if only you could spend some time coach-
ing some administrative professional, every-
thing could work out.  The best leaders know 
that it is all about helping professionals take 
charge of their own careers.  This can be or-
chestrated through encouragement, giving di-
rection, and sometimes offering really tough 
advice.  Candid advice is the best counsel you 
can give, as opposed to letting someone con-
tinue to operate in a rut. 

Sometimes it can mean letting a top performer 
go – suggesting that some partner who has 
been a brute to his colleagues would be better 
suited finding another firm to take his practice 
to; or reducing the compensation of a star who 
doesn’t share clients with her partners in the 
practice group.  

It’s damn hard.  And yet if you are really the 
firm leader, this is one situation you cannot 
avoid.   It requires courage.   

8. Be prepared to be forgotten 

One of the tragedies of anyone in a leadership 
position is making some decision or taking a 
course of action based on a belief that this will 

be your legacy – you will be remembered by 
this brilliant initiative.  Can an obsession with 
recognition and being memorialized cause one 
to focus on short-term gain at the expense of 
the longer-term?   

Here’s the cold hard truth: much of what you 
do will not be remembered a year after you 
step down from office . . . unless, perhaps, you 
really screw up! 

Many years back, I received a gift from a man-
aging partner for the strategy work I had done 
with his firm.  The gift was an inscribed hard-
covered book entitled The History of Wilde 
Sapte.  This was from a very prestigious 
British law firm that could trace its ancestry 
back to 1785 when Thomas Wilde first found-
ed the firm.  And where is Wilde Sapte today?  
Someone who bothered to trace its history 
would find it was absorbed by a series of se-
quential mergers that has since become the 
global firm known as Dentons.  And amongst 
all those mergers, which firm leader’s legacy is 
remembered? 

What will your legacy look like, a year from 
now?  A decade from now?  If you think it will 
be a physical book or something else that can 
be held, you are likely mistaken.  If you think 
it may be a place or a plaque with your name 
on it, you may end up shocked to discover 
what happens as your firm merges, over time, 
with other firms. 

I’m constantly reminded by those who have 
traveled this road already that – Leadership is 
not about you, your ego, your pride, or your 
personal legacy – it’s about caring for and 
serving your partners.   
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I’ve learned that the best leaders believe that 
what really lasts is not the bricks and mortar 
or grand strategies, but rather what is intrigu-
ing to those of us that had the good fortune to 
come into contact with them.  What lives be-
yond is likely to be your career-shaping ideas, 
inspiration, guidance, friendship and the 
character that stays with me after you have left 
the room?  What of your influence and atti-
tudes continues to shape my actions in small 
ways, even decades later?  Hidden in tiny ex-
changes but profound in how it shaped peo-
ple’s lives.  That is the real essence of a leader-
ship legacy. 

So, what do you want to be remembered for? 

That all said, as one firm leader disclosed to 
me many years ago, “You can NOT live in the 
short term, put off painful action; allow prob-
lems to fester; and pray the day of reckoning 
will arrive . . . after you have left!” 
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(NED) or advisory board member with a vari-
ety of professional service firms and incorpo-
rated companies.  His aim is to instigate inno-
vation, provide independent strategic insight 
drawn from his years of experience, and sup-
port effective governance. 

His three decades of experience led to his be-
ing the subject of a Harvard Law School Case 
Study entitled: "Innovations in Legal Consult-
ing" and he is the recipient of an honorary fel-
lowship from Leaders Excellence of Harvard 
Square.  

Read more articles from Patrick McKenna, or 
read online/download his latest eBooks
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McKinsey has been examining diversity in the workplace for several years. Their latest 
report, Diversity Matters, examined proprietary data sets for 366 public companies across a 
range of industries in Canada, Latin America, the United Kingdom, and the United States. In 
this research, they looked at metrics such as financial results and the composition of top 
management and boards.1 The findings were clear:

Companies in the top quartile for racial and ethnic diversity are 35 percent more likely to have 
financial returns above their respective national industry medians.

Companies in the top quartile for gender diversity are 15 percent more likely to have financial 
returns above their respective national industry medians (exhibit).

Diversity increases the Financial 
Performance

Read the new legal  
business world series by

https://www.legalbusiness-
world.com/articles/cate-
gories/tcic https://
www.legalbusinessworld.com/
articles/categories/tcic 
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Above And Beyond 
Virtual Courts 
By Mauricio Duarte, Attorney, and Justice Entrepreneur at A2J Tech, Guatemala.

The COVID-19 pandemic has led to an unprecedented increase in virtual business meetings and 
home-working. The legal industry is no exception. Virtual hearings and remote courts have 
been implemented on all five continents. We have seen efforts worldwide, including Peru, Ar-
gentina, Guatemala, Colombia, England, Australia, the United States, China, Dubai, and many 
others.You can keep track of all the efforts in Remote Courts Worldwide [1], a website designed 
to help the global legal community share their virtual court experiences. 

Courts worldwide have recognized that they have the responsibility to ensure access to justice 
with the implementation of virtual courts. Even if virtual courts are the right step to promote 
access to justice, they are not enough. Virtual courts have challenges that need to be solved. 
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CHALLENGES RELATED TO VIRTUAL 
COURTS.  

1.Internet access.  
We have seen a reaction from courts that want 
to implement a robust I.T. infrastructure to 
aid judicial proceedings. Most virtual courts 
rely heavily on web apps such as Zoom, We-
bEx, Microsoft Teams, or Google Meets. Be-
sides, it would be best if you had a stable In-
ternet connection to access a virtual hearing. 
However, statistics suggest that until 2017, 
nearly 41% of the population does not have 
any access to the Internet. [2] Similarly, Inter-
net connections around the world are uneven-
ly distributed. Let us make a distinction. WiFi 
is not the same as mobile data services. WiFi is 
another frequency of radio we use to connect 
devices wirelessly. Your laptop or smartphone 
connects (over WiFi) to a wireless router—like 
the one you access at your home or your fa-
vorite Starbucks- to use the Internet. When 
you use mobile data services, you do not need 
a router or a WiFi connection. You can access 
information, applications, email, websites, and 
more on your phone or tablet using as you are 
in the coverage area.  

Regardless of the distinction, according to the 
U.N. report titled Achieving universal and af-
fordable Internet in least developed countries: 
"Mobile broadband accounted for 90 percent 
of all Internet subscriptions in 2015 and a 3G 
or 4G network covered around 80 percent of 
the population(…)".Hence, Internet users pre-
dominantly use mobile networks and increas-
ingly 4G and 5G mobile broadband. However, 
some underdeveloped countries or regions 
have not implemented 3G broadband success-
fully. Let us remember that 3G was launched 

in 2008, with the deployment of the first 3G 
network. 

Virtual courts without the Internet is unimag-
inable. Some might argue that the Internet is a 
core pillar of the modern information society, 
that is, access to the world wide web should be 
a human right. [3] For instance, in July 2016, 
the U.N. issued a declaration emphasizing the 
importance of: "applying a comprehensive 
human rights-based approach when provid-
ing and expanding access to the Internet and 
for the Internet to be open, accessible and 
nurtured". However,  a gap remains between 
those who have access to the Internet and 
those who do not.  

Therefore, the use of virtual courts could rep-
resent a challenge to many users of the judicial 
system. A lack of access to the Internet is a 
barrier to justice when relying heavily and ex-
clusively on virtual courts. Thus, courts should 
not think that virtual courts' implementation 
is the panacea for access to justice. 

2. Digital literacy. 
Digital literacy looks at the capacity to use the 
Internet and the tools associated with it. Digi-
tal literacy does not refer exclusively to creat-
ing an Excel spreadsheet-a task with which 
many struggle. Digital literacy should be un-
derstood broadly as the ability to carry out ba-
sic tasks on the Internet, such as reading the 
information, sending an email, or understand-
ing how to connect and use Zoom for a virtual 
hearing.  

Imagine an uneventful court appearance on 
Zoom. However, experience has taught me 
there is rarely an uneventful Zoom meeting. 
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Even if Zoom is not the only platform used by 
the courts,  according to a survey done by Nor-
ton Rose Fulbright, it seems to be one of the 
most prevalent. [4]  

Lawyers with a background from their virtual 
happy hour, the usual participant who does 
not "mute" himself, or a participant who 
frames the camera to focus his forehead. We 
have all witnessed a similar situation. Imagine 
the Honorable Dennis Bailey, a judge in Flor-
ida, that wrote a public letter calling on 
lawyers to dress more appropriately after see-
ing a male lawyer show up shirtless. [5] As 
judge Bailey stated: “ And putting on a beach 
cover-up won't cover up you're poolside in a 
bathing suit. So, please, if you don't mind, 
let's treat court hearings as court hearings, 
whether Zooming or not.” 

Digital hearings can be tricky for people who 
are not as comfortable using videoconferenc-
ing technology. However, let us move away 
from lawyers. If people with law degrees 
struggle in front of a virtual hearing, users 
with limited access to technology will struggle 
as well.  

More than ever, attorneys, judges, and users of 
the judicial system need to become familiar 
with the technologies used for a remote hear-
ing. However, courts will have to be transpar-
ent and provide resources to gain an adequate 
competency level to use a specific platform. 
We cannot expect that users magically become 
experts on a specific platform. Courts have to 
select adequate technology tools for virtual 
hearings and provide resources for the sys-
tem's potential users. Participants unfamiliar 
with a specific platform are likely to make mis-

takes, such as having trouble connecting, 
speaking on mute, or sharing sensitive infor-
mation. Such mistakes can have a determina-
tive impact on the case.  
Consequently, failure to provide resources and 
information could harm someone's case. For 
example, the Surveillance Technology Over-
sight Project [6] highlighted concerns like lack 
of privacy between attorneys and clients and 
bias with trials over digital platforms, when 
someone does not understand how to use a 
specific platform. For instance, if you under-
stand how to use Zoom, you could have the 
ability to request breakout or sidebar rooms, 
direct instant messaging, or separate audio 
lines for in-trial communications.  

The shift to virtual hearings should not repre-
sent a situation where the loss of face-to-face 
contact puts users at a disadvantage. There-
fore, as long as there is no digital literacy for 
the virtual court users, it will be hard to have a 
successful system that genuinely promotes 
justice. Like Douglas Keith, counsel at the 
Brennan Center for Justice, said: "People may 
be judged not only on their clothes but also on 
their surroundings or the quality of their in-
ternet connections." [7] Consequently, any ju-
dicial system that wants proper access to jus-
tice should provide information and resources 
for their users. The lack of transparency and 
information could result in an adverse effect 
on the system. 

3. Due process.  
Judge Emily Miskel of the 470th District Court 
in Texas recently said: "The human judiciary is 
never going to be able to be replaced because 
of the ability to exercise equity and allow for 
modifications, notwithstanding the tools that 
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[we] have to make our jobs easier." Technolo-
gy can help us to automate the court system 
and make it better for everyone.  

However, there are concerns about the mech-
anisms we can implement to guarantee a due 
process.  

Undisputedly, there is a significant difference 
between audio-video and in-court dynamics. 
For example, it is not the same to examine a 
witness in a court where you can assess the 
witness through his testimony and their physi-
cal and emotional demeanor. There are grow-
ing concerns that evidence displayed through 
video conferencing may distort the content. In 
other words, digital infrastructure can ad-
versely affect one of the parties. [8] 

If virtual courts are not implemented correct-
ly, there could be a decreased understanding 
by parties of their rights, and remote attorneys 
may struggle to advise their clients of some 
rights effectively. Therefore, there may be ad-
verse impacts on the attorney-client relation-
ship. Also, courts have to make an honest as-
sessment of any virtual judicial system. A vir-
tual hearing does not provide the same experi-
ence or nonverbal information as an in-person 
hearing. [9] What happens if a party loses 
connection? Does testimony with echo and in-
terference over a microphone is just as persua-
sive? How can we make sure that a witness is 
not having help from an attorney or a third 
party? Can a court compel a witness to appear 
electronically at a remote hearing, even if that 
witness is within proximity to the court? 

Virtual courts have to ensure fairness for all 
parties and the process's integrity when courts 

go online. A remote hearing should not create 
an advantage for a firm that can pay for good 
lighting and stable internet connections. Vir-
tual courts that understand how to preserve 
due process will provide a step forward in en-
suring access to justice. 

4. Cybersecurity and privacy.  
While virtual hearings can be useful, authori-
ties have to implement adequate safeguards to 
ensure that the proceedings are protected.  

For example, in a recent incident, a lawsuit 
challenging Florida's mask order took an un-
comfortable turn. While the attorneys pre-
pared to present their oral pleadings, hackers 
infiltrated them with bursts of music and of-
fensive sexual depictions. [10] In other words, 
the hearing was subject to a Zoombobing. It 
has been reported on different occasions the 
cybersecurity issues with Zoom. Besides, 
Zoom has not helped its case by misrepresent-
ing its product's level of security and privacy 
practices. [11] 

Any virtual court has to provide adequate cy-
bersecurity measures, both in terms of who 
has access and how data is stored; and how 
confidential information will be administered. 
For example, if private communications be-
tween counsel and their clients occur in a spe-
cific platform, it is imperative to use a plat-
form that offers robust cybersecurity. In addi-
tion, virtual courts have to provide platforms 
that make it easy to protect the presented evi-
dence.  

With cybersecurity and privacy, there are 
many questions we have to ask. For example, 
if all virtual hearings are open to the public for 
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remote viewing, there is potential for recording 
shared evidence by anyone with internet access. 
Are there adequate mechanisms to prevent 
this? How courts store evidence and data from 
virtual courts?  

In a more complex scenario, how can we pre-
vent 'deepfake' technology that enables some-
one to claim and visually simulate a fraudulent 
identity? [12] Questions like these have to be 
answered before courts rely heavily or exclu-
sively on virtual courts. Any virtual court must 
consider privacy, fairness, and cybersecurity 
concerns as technology become more complex. 
Only by adopting adequate cybersecurity proto-
cols, virtual courts will be able to enhance ac-
cess to justice successfully. 

THE FUTURE IS BRIGHT 

Do not fear; I am a firm believer in virtual 
courts. However, we have to look carefully at 
how these procedures work in practice and im-
prove our approach. Many issues need to be 
solved before relying exclusively on virtual 
courts. Recently, the Honorable Judge Roy Fer-
guson of the 394th Judicial District Court in 
Texas said: "you can't blame Zoom because 
we're not driving their bottom line — what we 
need is 'Zoom Virtual Courtroom' instead of 
'Zoom Virtual Meetings.'" In other words, we 
have to be creative and innovative to find better 
solutions that are adequate for the legal indus-
try. 

Zoom, WebEx, Google Meets, or Microsoft 
Teams were not created to held virtual courts. I 
think it would be unfortunate if the courts be-
come too reliant on remote proceedings using 
mainstream platforms. When COVID-19 ends, 

courts should not use mainstream platforms 
only because they are more cost-effective solu-
tions. Courts have to consider the potential 
risks of using traditional tools. 

Therefore, courts should implement virtual 
courts that come with a focus on a longer-term 
shift towards remote proceedings. Virtual 
courts could become the 'new reality.' However, 
this should not be an excuse to disregard severe 
concerns with the current solutions that came 
out of this crisis.  

As Richard Susskind expressed in his article 
"The Future of the Courts", we have to: "radi-
cally redesign our court systems and put in 
place a new configuration of people, processes, 
technologies, and physical spaces that is user-
centered, technology-enabled, sustainable, ac-
cessible, and better than what we have today." 
I think we can all agree on this premise.  

My prediction for the future of virtual hearings 
is positive and optimistic. Virtual hearings can 
genuinely expand the capabilities of the judicial 
system. However, looking forward, we have to 
move above and beyond what we have today. 
We have to learn from this crisis and create bet-
ter solutions that genuinely improve access to 
justice. It will be up to judges, lawyers, and 
users to create better alternatives that ensure 
access to justice.  
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The Fantastic Four of 
Digital Transformation 
By Abeer Abu Judeh, Attorney and Founder of 
LexDock

Companies toy with the idea of digital reinven-
tion all the time. Most of them fail. That’s be-
cause “true” digital transformation, venturing 
outside of a company’s business norms, can be 
like going on a space mission. To succeed, a 
company must have a bold imagination and true 
commitment to change. The Fantastic Four of 
Digital Transformation can help: 

The Thing:  
Before embarking on an out of this world mis-
sion, an organization must select The Thing or a 
Tech Rock to lead its digital transformation. The 
special power of the Tech Rock lies in his keen 
knowledge of foundational IT. He carries the 
load of everyday tech operations. 
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He is also responsible for designing the digital 
transformation roadmap. He must also be a 
visionary; someone who is able to conceive 
technology modeling to meet the corporation’s 
anticipated business needs.  

The Tech Rock is an architect carefully balanc-
ing between legacy and new technology prod-
ucts. His talents allow him to identify the lega-
cy technology to preserve vs. that which is 
weighing down progress. He values the tech-
nology necessary for business continuity while 
constructing the way for future operations. In 
a nutshell, he validates existing technology 
and weeds out the dead ones.  

What differentiates the Tech Rock is his imag-
ination.  He sees the fantastical space where 
the organization is headed and possesses the 
IT know how to navigate through the trans-
formation minefields. He can foresee future 
technology solutions and how it can be built 
from today’s toolbox. Indeed, the heavy weight 
of the organization’s digital transformation 
rests on the shoulder of its Tech Rock.  

The Invisible Woman: 
In the tech world, the Invisible Woman is the 
Data Wiz. Every organization needs her, espe-
cially if it’s planning a mission to outer space. 
The data referred to here is that hiding behind 
the scenes. Most associates don’t know about 
this secret data. But there is an Invisible 
Woman permanently planted in the server 
room sorting through it. To invest in a Data 
Wiz is to ensure high-performance capabili-
ties. In other words, it helps your spaceship 
navigate through space at optimal speed.  

The Data Wiz knows data and all things ana-
lytics. The source of her power comes from her 
knowledge of the data germane to the organi-
zation. She understands content, value and 
quantity. Her real knack comes into play in 
visualizing not only existing content and ca-
pacity but that which is needed for optimal 
performance in the future.  

The Data Wiz is a master of sort. It’s not so 
much about mass retention  of data. The 
process requires precise excision of useful in-
formation and then running targeted analytics 
to create beneficial compilations. The Data 
Wiz carefully sets the parameters for what 
data to extract and what tools to utilize in the 
process. With her talent, she is able to com-
partmentalize information into two key cate-
gories; that which is needed for inter-organi-
zation improvements and that which is fo-
cused on customer experience. You may not 
see the Invisible Woman, but your Data Wiz is 
the key to your digital transformation opti-
mization. It provides your organization and its 
users a marvelous experience. 

The Human Torch: 
When you are cruising through space, you will 
need fire power. The Human Torch clears the 
way for a reimagined future and boosts the 
engine to stay on track. He assumes the helm 
of your digital transformation initiative.  

It is true that the mapping out of the organiza-
tions’ digital future is a collective effort. It re-
quires infinite contributions from talented 
leaders across the organization including 
business, technology, people and data units. 
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The collective team devises the digital trans-
formation plan but it’s the Human Torch that 
paves the way. 

For a successful digital overhaul, it is essential 
to build a strong foundation not only to launch 
but to stay the course. To accomplish the mis-
sion, the Human Torch will need the authority 
to resolve obstacles and ensure the completion 
of the transformation process. As we all know, 
change spurs dissent from conscientious ob-
jectors and those lade with fear. The Human 
Torch is able to temper his power to respond 
to the challenge at hand. Actions intended 
only to hinder the transformation process 
must be met with resilience. When planning 
an organizational digital transformation, be 
sure to dial in your big guns. 

And finally, Miss. Fantastic: 
Miss Fantastic is the digital transformation 
cheerleader. She is an invaluable ally to rally 
the troops and combat fear. She garners the 
necessary support for the organization’s mis-
sion and prepares associates for the new age. 
She is also a critical release valve to reduce 
tensions in the control room. Miss Fantastic is 
the one you call when the going gets rough. 

The Human Torch can only lay down the road, 
but Miss Fantastic paves it with the work of 
committed associates. Having a consistent 
message builds trust. With cheer and upbeat 
disposition, Miss Fantastic encourages as-
sociates to shine and softens the impact of 
change. She collaborates with business units 
across the organization to determine their ca-
pabilities and adjustment needs. Utilizing her 
resourcefulness, she plans and rations to meet 
the troops needs during the transformation.  

Who knows what will happen on a journey 
into the future? You can prepare with provi-
sions and tools but what about the leadership 
team and their wellbeing? In the confined 
cockpit, passions on the organization’s direc-
tion, progress and course correction may get 
to a boiling point. Miss Fantastic centralizes 
and focuses the powers of the Fantastic Four 
to stay the course. She listens, explains and 
mediates conversations. She releases tensions 
to protect the core of the mission.  

When you are mapping the technology future 
of your company, be sure to enlist and trust a 
fantastic team. The Tech Rock, Data Wiz, 
Human Torch and Miss Fantastic are the four 
indispensable pillars of your digital trans-
formation. Each is equipped with a unique 
talent to further the mission. Together, they 
boldly guide your organization into its new 
digital frontier.  

About the Author  
Abeer Abu Judeh an attorney, a fortune 500 
executive and an innovation officer dubbed 
by Business Insider a “Rule Breaker.” Abeer 
has 15 years of legal practice experience hold-
ing various positions in big law, government 
and in-house counsel roles.  

As founder of LexDock, Abeer focuses on cre-
ating technology solutions to reinvent the 
manner in which LexDock, Abeer focuses on 
creating technology solutions to reinvent the 
manner in which legal services are rendered. 
With infinite passion for justice and technolo-
gy, she paves the way for the democratization 
of the legal market place. LexDock empowers 
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Businesses with the tools necessary for them to 
manage their legal affairs in real time and on 
budget. LexDock was hailed by LawWeek Col-

orado as a “A New Marketplace on the Market” 
and was named by the National Law Journal 
“2020 Emerging Legal Technology Leader.”  
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Stay Calm and 
Steer Your Firm 
 
Can your firm’s management reporting support your leaders and 
managers during the post-pandemic recession and into the  
accelerating future of professional services?  

By Sebastian Hartmann & Stephan Kaufmann, KPMG

Photo by Eberhard Grossgasteiger
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Across the world and in most economies and 
industries, we are not only fighting a pandemic 
and facing a recession but also see the pace of 
change accelerating. Consulting, legal, tax, out-
sourcing, and technology services firms are tra-
ditionally riding this wave of change and shape 
therewith arising client challenges and re-
sponses. Only this time, they are right in the 
middle of it – and need to transform them-
selves. 

Being under pressure for quite some time, the 
traditional time & material model for profes-
sional services continues to erode with remote 
working and virtual engagement models on the 
rise. Personal relationships, high billable daily 
or hourly rates, and great utilization alone are 
no longer a recipe for success. Technology is 
moving to the center of attention, and firms are 
spending more and more – absolutely but also 
relative to their revenue. If solely treated as a 
cost position, it becomes a race to the bottom. 
Instead, if considered a revenue driver, 
technology paves the way for new 
business models. The whole architec-
ture and value chain of services is, 
therefore, evolving towards a new re-
ality for the professions. “Smart peo-
ple” are not the “product.” Maximiz-
ing individual partner income is not 
enough motivation. Neither to drive 
significant scale nor to justify ade-
quate technology investments. So, the 
management playbook has changed – 
across consulting, legal, tax, account-
ing, and other professional services 
firms (PSFs). But how can firm lead-
ers manage their new reality based on 
facts and figures? What does a fu-
ture-ready management reporting 

look like in professional services?  
Quite often, we find that while both the value 
and cost management levers have changed, 
many finance and controlling departments are 
still producing the same old reports, if any. 
Their focus often remains on net sales, charge-
out rates, utilization, and realization. But it is 
increasingly questionable whether the tradi-
tional KPI sets suffice to manage a profession-
al services business – especially if this busi-
ness is leveraging technology, virtual client 
collaboration models, digital sales channels, 
shared delivery centers, suppliers, a contin-
gent workforce, freelance expertise, alliance 
partners and co-creating new solutions with a 
growing ecosystem of players around clients.  

The next generation of management reporting 
needs to combine different perspectives and 
new dimensions to create a more meaningful 
picture and provide actionable transparency to 
leaders and managers in professional services: 
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• Clients: “Client reporting” is typically 
one of the more mature reporting dimen-
sions, where most PSFs have a reasonably 
good understanding of how much revenue 
is achieved per client or account and 
whether account revenues are growing or 
declining. Nonetheless, many PSFs al-
ready stumble when asked about single 
client profitability and penetration of ser-
vices. They have great difficulties to run 
reports regarding their share of wallet 
with a particular client or struggle to seg-
ment their client base beyond an industry 
classification, e.g., based on business 
models, relationship strengths or compo-
sitions, CxO addressees, credit scores, risk 
exposures, and other attributes. Being 
able to determine the state of your client 
base in times of crisis is a painful lesson, 
which many PSFs are learning at this very 
moment. Another increasingly important 
reporting angle evolves around the actual 
client experience. With a massive shift 
towards more virtual collaboration or 
even completely digital delivery models, 
this perspective may become one of the 
key advantages for firms capable of pro-
viding superior and integrated digital and 
personal relationships, interactions, ser-
vice deliveries, and client journeys. So, 
being able to analyze your client experi-
ences holistically is an essential reporting 
capability for PSFs going forward. 

• Engagements: We see vast differences 
in the way engagements (or projects, cas-
es, matters, etc.) are treated in reporting. 
Many firms simply leave it to the respon-
sible partner to keep engagements on 
track and clients happy. In other words, 

they provide no assistance or systematic 
management approaches. Overall, only a 
surprisingly small percentage of PSFs can 
report on anything more elaborate than 
count, size, volume, and resourcing of en-
gagements. Indicators of operational de-
livery performance or even client success 
rarely make it beyond the team itself. 
Even fewer firms truly aggregate and in-
clude operational performance reports 
within their management and leadership 
reporting. Furthermore, as PSFs shift to-
ward subscription-based, XaaS, or managed 
service business models and consequently 
more digital value chains, the nature of en-
gagements is also changing significantly – 
requiring new angles to engagement report-
ing, such as incorporating phases or lifecy-
cle information, insights on service levels, or 
usage and consumption patterns. We urge 
firms to adjust their definitions of what 
client engagements look like, how they 
evolve – and how they should be managed 
and reported. 

• Solutions: As firms begin to re-architect 
their value chains and become more profes-
sional in the way technology, data, new ca-
pabilities and resources are leveraged, a re-
porting dimension is taking shape where all 
of this comes together: „Solutions“ – the 
term for services, products, and their com-
binations. In other words, this is about 
“what” is truly being delivered to clients – 
and how solutions (services, products) are 
performing across multiple clients, engage-
ments, offices, and teams.Almost every in-
dustry or company would be quick to con-
firm the importance of this reporting di-
mension. Meanwhile, most PSFs still 

 � • eMagazine • www.legalbusinessworld.com58

https://www.linkedin.co
https://www.linkedin.co
https://www.linkedin.co
https://www.linkedin.co


have severe deficits when it comes to un-
derstanding and reporting around their 
ill-defined services and/or products. This 
leaves the management clueless or re-
liant on gut feeling when it comes to re-
lated investment decisions, strategic 
analyses, or even the identification of op-
erational solution and delivery manage-
ment levers and potential. Solution-cen-
tered reporting for PSFs should be made 
granular enough to have meaningful con-
versations about the work being deliv-
ered. We recommend including at least 
essential aspects such as revenues and 
profitability (across clients, engage-
ments, etc.), budget deviations, opera-
tional performance, and ROI/NPV indi-
cators.  

• Capabilities: Capability groups (often 
called practice groups, service lines, etc.) 
are traditionally one of the more mature 
reporting dimensions in PSFs. They are 
typically managed based on their people 
structure, utilization, and some informa-
tion on the group’s involvement in client 
work. The resource and utilization num-
bers of capability groups are often used 
as the foundation for annual sales plan-
ning processes – which unfortunately ne-
glects market potential and a growth-ori-
ented sales view. The limits of the man-
agement reporting for capability groups 
are typically reached when it comes to 
skill profiles, learning and development 
paths, or strategic analyses through a 
client and solution portfolio lens. As pro-
fessional services evolve, this reporting 
dimension needs to shape a matrix view 
with clients and solutions. 

• Technology: The more solutions or ser-
vices are underpinned by technology, the 
more it is critical to gain actionable trans-
parency about the associated costs and 
consumption patterns – especially when 
clients are to be billed. The reality for most 
PSFs, however, is one far away from charg-
ing technology to their clients. Managing 
technology can be a daunting challenge in 
itself. And so is transforming an informa-
tion & technology department (I&T) from 
an internal “behind the scenes” in-
frastructure provider or service desk to a 
value engine within the firm. I&T should 
not only understand the primary business 
on a much more operational level but also 
become an accepted partner thereof. One 
essential cornerstone of this transforma-
tion is creating the reporting capability to 
distribute I&T costs across engagements 
through “I&T services.” To do so, the I&T 
organization must develop a service portfo-
lio that can be comprehended (business 
jargon) and consumed (price and unit 
measure) by the business. Thereby, the 
business is enabled to consider technology 
costs in its client proposals and ensure ac-
curate billing to clients on a consumption 
basis. Typically, the I&T organization bene-
fits from developing three stakeholder-spe-
cific views. One for finance, one for I&T, 
and one for the business. Each view with a 
distinct lingo to address the respective 
stakeholders in a meaningful way. The 
business view, we find, often poses chal-
lenges to I&T organizations whereas both 
finance as well as I&T views are typically 
available. The business view, in contrast, 
does require a sound understanding of the 
business and its solution portfolio.
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• Ecosystem: Across professional services, 
we find a growing awareness of ecosystems 
– most notably through the ever-increasing 
number and intensity of collaborations be-
tween different firms, technology partners, 
alliances, suppliers, or even individual 
freelance experts. The integration of those 
ecosystem connections and players as well 
as the interactions, transactions in the 
management reporting is, however, an un-
derdeveloped perspective (at best). Even 
simple spend analytics are a challenge for 
many firms, which have understaffed and 
immature procurement functions. With 
growing spend levels and dependence on 
other parties for their market success, this 
lack of reporting quality can not only be 
costly but also negatively impact the top 
line for PSFs. It is difficult, for example, to 
align joint sales activities without shared 
pipeline views between the involved par-
ties. Jointly delivering with suppliers can 
also turn into a nightmare when there is 
no aligned understanding of the finan-
cial implications for both provider 
sides – and how they tie into success 
for clients. 

Gavin Gray, COO of K&L Gates, echoes 
our reporting dimensions picture and 
the underlying paradigm shift: “We 
are moving from lawyers practicing 
law towards delivering legal solu-
tions – and managing not just a le-
gal, but a professional services busi-
ness. We are moving our mindset 
around firm administration and management 
from a necessary housekeeping “overhead” 
burden to a differentiating capability that is 
more directly relevant to the exceptional deliv-

ery of client service.  Management reporting, 
which allows us to better serve our clients – 
not just in hindsight, but “live” and continu-
ously – is a key pillar for us. Client insights, 
solution and service performance, our use of 
technology and capabilities as well as our 
ecosystem activities are the essential ingredi-
ents for a more relevant and dynamic in-
frastructure that is capable of supporting our 
firm strategy and execution.” 

To elevate a firm’s reporting maturity, it is 
critical to establish a sound understanding of 
the firm’s strategic ambition – which in turn 
shapes the reports within and across all man-
agement dimensions. A mature and impactful 
management reporting, however, needs more 
than just the right strategy and ticking of con-
tent boxes. 
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Management reporting should first and fore-
most serve the needs of the people in charge of 
managing the firm. In a professional services 
context, this may well include a considerable 
percentage of all employees – on potentially 
all hierarchy levels. To provide value, reports 
need to be pre-designed for specific roles and 
allow for customization driven by individual 
information needs. Mature firms use reporting 
to trigger actions automatically and thereby 
steer behavior. This goes beyond plain report 
design but includes the related communica-
tion processes and domain management 
mechanisms. Report addressees should find it 
easy to derive appropriate actions from re-
ports and understand their personal or role-
specific contribution to better firm perfor-
mance. The organizational setup of the report-
ing function is another pillar, which needs 
careful design – and is highly dependent on 
the firm’s management structure, culture, and 
the reporting maturity (e.g., in terms of ro-
bustness or automation). Many reporting 
functions only serve as report producers and 
distributors with little involvement in the ad-
jacent management processes and discussions. 
This setup often creates a disconnect on the 
data and content levels, too, which lowers the 
value of the reports or even creates “alterna-
tive truths.” Management reporting needs to 
evolve towards an institutionalized capability 
of the firm – a capability that is just as essen-
tial to serving clients, as the professionals 
themselves, the data and knowledge they bring 
to the table, or the technology deployed. As 
such, reporting functions need to foster a data-
driven culture within the firm – and work 
hand in hand with I&T teams to deploy appro-
priate, user-friendly reporting tools for lead-
ers, managers, professionals, and support staff 

or any other role and function within the firm. 
Ease of use for actionable management report-
ing is, however, not a tool selection question. 
It is much more about the integration of rele-
vant reporting information within the right 
management information systems in process-
es, workflows, and collaboration spaces. In 
short: The information needs to be available 
wherever it is needed or useful. Ultimately, 
mature reporting organizations must be 
deeply embedded in the business management 
approach, driven by business-value and lever-
age technology to automate, accelerate, and 
continuously enhance reporting. 

So, in the light of the pandemic, an economic 
downturn, and an unparalleled technological 
upheaval across professional services, we urge 
firm leaders to take a careful look at their 
management reporting – and to invest in its 
maturity and future-readiness. It is, after all, 
one of the most essential tools for any leader-
ship and management role.  

About the Authors:  
A classic career in the field of operations con-
sulting (working for DAX and Fortune 500 as 
well as midcaps in Germany, Europe, Asia and 
the US) has led Sebastian Hartmann	to 
KPMG. He has held various leadership roles 
across KPMG on both national and in-
ternational level. Since more than two years, 
Sebastian is in charge of KPMG’s global tech-
nology strategy. He is also advising other lead-
ing professional services firms (e.g., legal, en-
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management, innovation and operations chal-
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management, system information science and 
international management.	

Stephan Kaufmann holds degrees in both 
management and finance with a particular fo-
cus on professional services firms. As a project 

manager at KPMG he delivers service firm 
management & turnaround projects from 
strategy to operations for large and mid-sized 
clients across Europe and the US. He is also an 
integral part of the Global Technology Strategy 
Team for KPMG International. 
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Don’t be obsessed with 
looking back to what 

has happened… 

  

…For progress you 
need to look at the 

road ahead! 

Read more about challenges, and pitfalls for new firm leaders on page 36



Helping Legal Teams 
Reimagine the Tech Toolkit 
By Ari Kaplan, Principal, Ari Kaplan Advisors


Ari Kaplan speaks with Ab Saraswat, the vice president of international sales for Litera 
Microsystems, a software company that provides document lifecycle and deal man-
agement solutions to the legal profession. Ab is also the host of the popular Fringe 
Legal podcast.  
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Ari Kaplan 
Tell us about your background and your role at 
Litera. 

Ab Saraswat 
I'm part of the revenue team at Litera and look 
after the international team, which is essen-
tially everything outside of North America, fo-
cusing on EMEA, APAC, and Latin America, 
but I'm based in the U.S. so I end up getting a 
view into the entire world, which I'm quite 
lucky to do. I am trained as a barrister in the 
U.K. and joined a legal tech company that Lit-
era acquired. 

Ari Kaplan 
How are you managing your global responsi-
bilities without the ability to travel? 

Ab Saraswat 
I am still in the happy phase of not being con-
stantly jet-lagged and like everyone else in the 
world, we pivoted to having meetings online 
using Zoom and Teams, among other tools. 
And actually, since we are not traveling to see 
our clients as much, we have been able to 
speak a lot more. 

Ari Kaplan 
What have you seen in terms of how in-
ternational law firms have fared in the pan-
demic compared to their U.S. counterparts? 

Ab Saraswat 
One of the benefits of managing such a diverse 
portfolio is that you get to see the trends 
sometimes ahead of when they may hit the 
U.S. so as the market started shutting down in 
Asia, for example, we saw the impact that 

would have for other law firms. One of the 
ways that we helped our clients was by com-
municating some of the things law firms were 
doing in Australia, Hong Kong, and Singapore 
so they could prepare better. For the most 
part, though, it has been similar to what the 
U.S. has done though firms shut down at dif-
ferent paces and had to quickly accommodate 
working from home. Now, they are getting to 
the stage where their markets are opening up 
so you see a higher velocity and volume of 
transactions encouraging their lawyers and 
other staff to make sure that they all work to 
the requirements of their clients. From the 
U.S. point of view, those that have really 
stepped up have been the knowledge team, the 
document production teams, and the support-
ing teams, which are pivotal in a law firm. 

Ari Kaplan 
Which firms that are managing to continue to 
find success are leveraging technology to sup-
port their teams most effectively? 

Ab Saraswat 
Firms of all sizes. Smaller firms, from solo 
practitioners to 50-lawyer firms had good tech 
stacks in place already so they have become 
more agile to compete and maximize what 
they can do for their clients. Larger law firms 
have also been able to leverage technology to 
ensure that business as usual remains as usu-
al. In particular, those firms that have had a 
strong knowledge function have really thrived 
because when the serendipitous moment of 
bumping into someone or walking over to 
their desk to get the information you require is 
eliminated, a strong knowledge function al-
lows you to transfer, allocate, and absorb  
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information distributed across the entire firm 
much more easily and readily.  

Ari Kaplan 
In what ways are those knowledge manage-
ment teams elevating their influence?  

Ab Saraswat 
The first is just supporting and being a beacon 
of light by helping the lawyers find informa-
tion. From a training and development point 
of view, it is being able to assess and recom-
mend technologies to them, whether they have 
them in house or are looking at acquiring 
them in the future. The second is ensuring that 
they can capture the tacit knowledge that their 
lawyers have, such as through a content li-
brary, from which everyone, trainees through 
senior partners, can benefit. And, the third is 
about being that fluid layer in the law firm that 
links everyone together. In my experience, KM 
professionals are the most well-connected 
within a law firm. They know who to go to in 
order to get something done and empower in-
dividuals to collaborate, especially when it 
comes to pitching for work. 

Ari Kaplan 
What challenges and opportunities are legal 
professionals seeing in this remote work envi-
ronment? 

Ab Saraswat 
Engagement has been the most significant 
challenge. When things were moving so fast 
and there were so many unknowns, it was crit-
ical to pick up the phone and ask clients how 
they were doing and how their businesses 
were managing. I heard from plenty of in-

house lawyers that this type of outreach was 
not happening enough. In fact, many were 
only really hearing from their lawyers when 
they needed something, such as the payment 
of an invoice or work to be delivered. The 
lawyers and legal professionals who stood out 
were those that were connecting on a regular 
basis. And, while there has been a torrent of 
information, which is fantastic, being a trusted 
resource for clients and understanding their 
business needs really set some legal profes-
sionals apart.  

Ari Kaplan 
How do you see Litera’s approach to technolo-
gy evolving? 

Ab Saraswat 
We are all about ensuring that there are work-
flow innovations happening by helping teams 
work smarter. This could be a monumental 
shift, such as using transaction management 
software in a transaction-heavy practice to 
make a difference. Or, it could be helping sim-
ply reimagine your toolkit as a lawyer or as a 
legal professional by providing a more guided 
experience. Lastly, we are making sure that 
there is a lot more interoperability across all of 
our products and making things as simple as 
possible. 

Ari Kaplan 
As a fellow host of a podcast, Fringe Legal, 
what issues are resonating most with your au-
dience? 

Ab Saraswat 
The issues are quite varied. Human connec-
tions really resonate with individuals. People 
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are missing those networking opportunities 
where they may run into a colleague from an-
other law firm or another practice group out 
for lunch, in court, or at a conference. In ab-
sence of that, helping individuals connect has 
been super important and is something on 
which almost everyone is focused. A lot of le-
gal professionals are also leaders and these are 
difficult times in which to lead. There are 
crises all around us and there is an increased 
awareness around mental health, which is crit-
ical. 

About the Author 
Ari Kaplan regularly interviews leaders in the 
 legal industry and in the broader professional 
services community to share perspective, 
highlight transformative change, and intro-

duce new technology at http://www.Reinvent-
ingProfessionals.com.  

Listen to his conversation with Ab Saraswat, 
the vice president of international sales for 
Litera Microsystems, here 
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ari@arikaplanadvisors.com

CEO ROUNDTABLE: LEADERSHIP IN THE PANDEMIC I
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Critical Preparations 
By Richard G. Stock, M.A., FCIS, CMC, Partner with Catalyst Consulting 


This is the twenty-first  in a series of articles about how corporate and government 
law departments can improve their performance and add measurable value to their  
organizations.
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My first article for Legal Business World was 
“Negotiating with Law Firms” in early 2018. 
For the most part, it reported the findings of 
Altman Weil’s Chief Legal Officer survey 
(2017). At the time, I concluded that “fair and 
informed negotiation of operating and finan-
cial arrangements with preferred law firms re-
quires companies to enforce guidelines for 
matter staffing, matter budgeting, expenses 
and billing. Non-hourly fee arrangements for 
complex and routine work should be the order 
of the day, and in-house counsel should be 
proficient with every aspect of AFAs if they are 
to be accountable for the business side of the 
relationship with external counsel”. 

Today, 30 months later, the evidence suggests 
that many company legal and procurement 
departments continue to underperform when 
sourcing external legal services. One of the 
primary reasons for this is insufficient prepa-
ration. This brief article is intended to make 
the eventual negotiations with law firms as ef-
fective and efficient as possible. One assump-
tion in writing this piece is that such negotia-
tions would be in respect of multi-year portfo-
lios of legal work rather than for single legal 
matters. I also favor non-hourly fee arrange-
ments for almost all types and complexities of 
work.  

Building Blocks 
There are three critical building blocks when 
sourcing external legal services. Each depends 
on the participation and collaboration of Pro-
curement/Strategic Sourcing and of the legal 
department with its legal leadership - and with 
the legal operations professional when there is 
one. 

Securing Sponsorship 
The first step is to forge a formal alliance. Pro-
curement should develop a detailed sourcing 
program for legal services. It should describe 
the company’s non-financial objectives for 
convergence, the optimal configuration of 
primary and secondary firms by jurisdiction 
and globally, simplified reporting and billing 
requirements, and the place of technology to 
improve effectiveness and efficiency.  

The sourcing program should set out the com-
pany’s objectives for non-hourly pricing, an-
nual price increases, disbursements, law firm 
performance, annual review and adjustment 
mechanisms, and payment terms. The sourc-
ing program sets a financial target for total le-
gal spend and for savings to be achieved with 
the Request for Proposals (RFP) or Invitation 
for Strategic Partnering (ISP). 

The written sourcing program should also de-
scribe Procurement’s division of labor with the 
law department for the preparation and con-
duct of negotiations. The company’s law de-
partment should then sign off on the program 
before the work begins. Progressive companies 
typically share many, but not all, of their non-
financial and financial objectives in the 
RFP / ISP and in the meetings with law firms.  

Scoping Legal Services 
The second building block – scope of work – is 
typically core procurement competency.  Pro-
viding extensive detail in the RFP / ISP about 
the scope of legal work which may be available 
to law firms over time is the basis of migrating 
the relationship with law firms from that of a 
traditional vendor where the company  
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purchases one hour or one matter at a time,  to 
that of a strategic business partner that is pre-
pared to adopt non-hourly pricing, innovate 
with service delivery and operating practices, 
and invest in technologies that the law depart-
ment that of a traditional vendor where the 
company purchases one hour or one matter at a 
time,  to that of a strategic business partner that 
is prepared to adopt non-hourly pricing, inno-
vate with service delivery and operating prac-
tices, and invest in technologies that the law 
department can use. See Ben Heineman’s The 
Inside Counsel Revolution, starting on page 
401.  

Scoping legal services for sourcing purposes 
means describing each category of work, the 
types of matters and the complexity mix for 
each category, and the estimated volumes of 
work by category and by jurisdiction. The scope 
of work should set out the optimal practice pat-
terns – staffing ratios – by legal category. 

Not every company wishes to reveal this level of 
detail, perhaps reticent that by doing so it will 
raise expectations in law firms which cannot be 
fulfilled. However, all estimates are provisional, 
and none constitutes a guarantee of work to any 
firm. The advantages of sharing this informa-
tion outweigh the perceived risk of doing so be-
cause firms will be more prepared to accept the 
company’s non-financial and financial objec-
tives when preparing proposals and negotiating 
favorable long-term arrangements. 

Pricing 
The third building block calls for consensus on 
the most effective form of pricing legal work. 
When favoring non-hourly fees as the predom-
inant financial arrangement for most categories 

and complexities of work, the fee configuration 
should stimulate and reward effectiveness, effi-
ciency and innovation in legal services provided 
there is a measurable contribution for each of 
these.  

What to Negotiate 
Quite specific questions should be asked of the 
law firms in the RFP / ISP. These can be ex-
panded for both the financial and non-financial 
elements. The answers will assist in qualifying 
firms and accelerating the negotiation process. 
Consider the firms’ written responses to be the 
early stage of negotiations.  

Some of the non-financial elements to discuss 
with firms include: 

• a commitment to detailed matter planning 
and budgeting to manage the number and 
distribution of hours before they are worked 
by the firm 

• coverage by the firm for each legal specialty, 
for various levels of partner / associate / 
paralegal experience, and by jurisdiction 

• the expertise and availability of the law 
firm’s team members at all levels of experi-
ence 

• service level guarantees with key perfor-
mance indicators, covering all offices of the 
firm as well as the allocation of work by 
primary firms to secondary firms 

• a relationship partner accountable to the 
company for all aspects of the firm’s profes-
sional and financial performance 

• acceptance of the transfer of administrative 
and management reporting from the com-
pany to primary and coordinating firms to 
minimize the company’s investment in in-
frastructure. 
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Some of the financial elements to cover with 
the RFP / ISP and in meetings with firms in-
clude: 

• the company’s preferred staffing distribu-
tions by category of work 

• the use of alternative fee arrangements 
• the prices and related conditions/discounts 

for the work proposed by the firm 
• the stability of prices over the RFP / ISP 

reference period 
• fees for performance and / or innovation as 

part of hybrid fee arrangements 
• the admissibility of disbursements 
• the speed of payment and its relationship 

to price 
• annual review and adjustment mechanisms 

based on work type and volumes 

Roles and Responsibilities 
The working group charged with scoring the 
proposals and meeting the firms should con-
sist of no more than five individuals: the 
Project Manager, likely from Procurement; a 
second person from Procurement to record 
discussions and decisions as well as to run all 
financial projections; the CLO or deputy; and 
one or two senior members of the law depart-
ment representing significant legal categories. 
Because the sourcing process can stretch out 
over time and the documentation can be ex-
tensive, a five-member working group is suffi-
cient, assuming there is consultation with oth-
er stakeholders at select intervals. One of the 
group members should be proficient in the full 
range of AFAs and law firm economics.  

Experience suggests that the law department 
should take the lead in “negotiating” the non-
financial elements. It is preferable that these 

be addressed before the financial elements. 
Discussion of the financial elements should be 
led by the Project Manager and/or by the 
company’s AFA specialist – ideally an individ-
ual from Procurement, provided there is a very 
good understanding of law firm economics, 
the full spectrum of alternative fee arrange-
ments, law firm cultures, and partner compen-
sation systems. 

Conclusion 
Successful negotiation of sustainable relation-
ships with law firms depends on putting the 
three building blocks in place, developing a 
detailed scope of work for the RFP/ISP, explic-
it statements of financial and non-financial 
objectives for legal services, and meaningful 
roles and responsibilities for the procurement 
and legal departments during the sourcing 
process. 

About the Author  
Richard G. Stock, M.A., FCIS, CMC is a partner 
with Catalyst Consulting. The firm has been 
providing legal management advice to corpo-
rate and government law departments around 
the world for 25 years. Richard can be con-
tacted at rstock@catalystlegal.com. 

industry news & 
insights …
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Static Legal Teams:  
A Slow Extinction  

By Shany Raitsin, Marketing Director at LawFlex

Even in the aftermath of the pandemic, com-
panies and law firms will be inclined to turn 
to legal outsourcing to scale their legal teams 
up and down. The new normal has solidified; 
and static in-person legal teams will face 
slow extinction. Even as law firms across the 
world begin to reopen, various reports show 
that legal teams continue to enjoy the benefits 
of remote work – more and more firms are 
beginning to resemble the flexible internal 
structures of ALSPs—who have been out-
sourcing remote legal talent for decades.  

It’s still unclear where we are in relation to 
our journey in this pandemic. Depending on 
where you are in the world, it may seem as 
though society is slowly but surely trudging 
out of the woods. You may be seeing a de-
cline in COVID-19 cases in your area, light-
ened restrictions and the subsequent re-
opening of businesses.  

Among these re-opening businesses, aside 
from beloved restaurants, movie theaters, 
and coffee shops, are law firms. 
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But even in the tentative ‘aftermath’ of the 
peak pandemic outbreak, legal departments 
are hesitant to return to their old ways. 

Leading international law firm Ashurst LLP is 
among the many firms that are re-thinking 
how they prioritize in-person teams. Ashurst’s 
Perth office managing partner Gaelan Cooney 
commented that his team has already proven 
that “working remotely works,” and adding 
that “While we are pleased to see staff return 
to the office, we are also using this opportunity 
to build on the flexibility we have embraced in 
recent months.” Cooney’s statement echoes 
the current rhetoric that is surfacing within 
the legal industry; remote working works, so 
is there much justification left for static physi-
cal teams?  

A Change of Heart  
Many have speculated that the current on-
slaught of change the industry is facing has 
been slow brewing, and in the words of Bal-
lard Spahr’s chief client value & innovation 
officer Melissa Prince, the pandemic has sim-
ply “exacerbated that change”. Back in July, 
when Chicago was unrolling its phase 4 
preparations, managing partner of Baker 
McKenzie, David Malliband, expressed his 
reservations about returning to full-scaled in 
person teams. Malliband said he wouldn’t 
even be able to take a gander at guessing 
when his 580 employees would be returning 
to the office, that they were “early to close 
down, but I don’t think we’ll be early to open 
up.”. 

Somewhere along the timeline of the pan-
demic, the discourse surrounding going back 
to ‘life-as-we-knew-it’ changed. The shift is 

palpable; there is no longer a pressing urge to 
return to pre-corona times because many law 
companies are realizing the inherent benefits 
to remote working. Somewhere along the 
way, lawyers had a change of heart, and be-
gan to favor the flexible, virtualized in-
frastructure of NewLaw.  

The realization that client relations do not 
have to suffer with the implementation of vir-
tual legal services is monumental. Baker 
McKenzie’s Tampa office seems to share the 
same sentiments as its Chicago counterparts, 
its executive director Jamie Lawless stated, 
“Videoconferencing capabilities have been 
critical.  

We are rapidly gaining virtual experiences 
and closing deals, working on mergers and 
acquisitions with clients and engaging dis-
cussions.”. Lawless claims that despite the 
physical distance to her employees, she’s 
never felt this connected to them.  

The Pro’s & Con’s of E-Lawyering  
In a study conducted by Major Lindsey & 
Africa (MLA), 95% of survey respondents 
stated that they believed the pandemic has 
changed remote working practices at their 
firms for good, but it’s no secret though that 
despite the benefits of e-lawyering, many at-
torneys are experiencing ‘Zoom Fatigue’, the 
result of countless hours spent monotonously 
in front of a screen, on calls that drone on for 
longer than they arguably should.  

Sometimes these calls aren’t even completely 
necessary, as one partner at a U.S. firm in 
London reports, “I was on back-to-back 
Zoom calls for eight hours yesterday, 
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and I’ve just finished a four-hour video call 
about something that absolutely could have 
been talked about over email,”. 

So let’s really look at the negatives associated 
with the virtualization of the legal profession; 
what is the true result of this? Over-communi-
cation and fatigue? Can an excess of communi-
cation between clients, or between team mem-
bers, really be called a flaw within virtual legal 
services? The answer is enmeshed in a lot of 
grey, because the fact of the matter is virtualiza-
tion may not be the answer for every law firm, 
but the pandemic has pushed legal depart-
ments to become tech enabled, so now even if/
when they slowly return to their physical of-
fices, they will still carry with them the lessons 
they learned regarding the efficiency achieved 
through legaltech/remote working.  

The pandemic has pushed firms to increase 
their efforts to protect IP and sensitive informa-
tion, to explore cloud-based technologies to 
store important data. It is also undoubtedly al-
tering the very DNA of these law firms, who are 
now embracing project-focused approaches. 
Now more than ever, clients are doing what 
they can to ensure the various micro-goals they 
set for a firm are met; looking to maximize effi-
ciency as well as transparency.  

This is precisely where the appeal of an ALSP 
comes in, because the structure of an ALSP al-
lows for the fluid redistribution and restructur-
ing of a team without disrupting the progress of 
a project. In fact, it increases the speed at 
which a project progresses; with a service like 
legal outsourcing, a firm can bring in legal tal-
ent per their changing needs, and request to be 
matched with the profiles of lawyers who carry 

specific qualifications/experience. Never before 
has the need for ALSPs been more apparent. 

Companies like LawFlex, Lawyers On Demand 
and Axiom stand out as the titans of the legal 
outsourcing industry, all bringing to the table 
pools of diverse legal professionals. As many 
have already predicted, the increase in utilizing 
services like legal outsourcing is also leading to 
additional growth within the gig economy, bal-
looning the already popular trend of free-lance 
lawyering.  

The Proof is in the Pudding 
Again, it’s not that law firms or in-house coun-
sels need to consider being wholly virtual, but 
now that the legal industry has been forced 
into a corner (so to speak) by COVID-19, it’s 
comforting to know that lawyers can work re-
motely. It’s also comforting to know that more 
and more legal departments are exploring the 
avenues of alternative legal services, and that 
the rigid structures of traditional corporate 
legal teams are breaking down, revealing a 
mountain of opportunity for flexibility and 
cost efficiency.  

According to KorumLegal, legal departments, 
on average, save 33% per day with ALSPs as 
opposed to an in house hire. If the costs are 
compared to that of utilizing a mid-sized law 
firm, it is reported that instead by using an 
ALSP, a legal department would save 50% per 
day. Legal operations serve to ensure that 
when a legal team invests in a freelance hire, 
or a new legaltech software, this change is ab-
sorbed smoothly. 

Legal ops also seek to find new ways to in-
crease efficiency for both the legal department 
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and the client, acting as the integral backbone 
of a legal team. It is reported that 74% of GCs 
who invested in legal operations saw in-
creased efficiency within their departments, 
proving that the benefits of using an ALSP to 
a legal department’s advantage can no longer 
be ignored or underestimated. The proof is 
simply in the metaphorical legal pudding.  

Now that law firms are beginning to slowly 
reopen their physical doors, they may very 
well find that the demand for flexible virtual 
working from their employees won’t lessen; 
why revert back to a way of life that simply 
wasn’t as modern or efficient? The modern 
day working lawyer will not take for granted 
the flexibility that comes with remote work-
ing, especially when they are juggling a 50 
hour work week (the average for a Canadian 
lawyer) as well as a family. 

So if I had to take a guess and visualize what 
the post-corona world might look like for 
lawyers, I’d predict that it’s one where work-
ing remotely, at least part time, has become 
the new normal. Following that prediction, I 
think it would be logical to assume that with 
the dominant virtualization of the legal pro-
fession, free-lancing will follow as a solidified 
new normal. It’s hard to ignore the fact that, 
according to KorumLegal, 71% of GC’s al-
ready use ALSPs for specialist expertise, once 
again reaffirming that legal departments are 
adopting a paradigm that is project-centered.  

In a world that is increasingly globalized and 
tech savvy, it’s about time the legal industry 
accepts that virtual workspaces are here to 
stay. Legal resourcing teams are an invalu-
able asset, that when utilized can diversify a 

department’s staff, and not only in terms of a 
talent’s experience but by social terms as 
well. 

It has never been more important to ensure 
inclusion initiatives are enacted among legal 
teams. One of the biggest issues in the legal 
industry to date is how under-represented 
some minorities are, such as Black people, 
who make up just 3-4% of the legal profes-
sion. According to Esuga Abaya, a business 
attorney at GrowthCounsel, this underrepre-
sentation is a natural barrier for many black 
lawyers looking to advance their careers be-
cause it means they are essentially “fighting 
against the disadvantages of their network.”. 

This is one of the many reasons why legal re-
sourcing companies are crucial to utilize, for 
their ability to provide a legal department 
with a pool of profiles that can help diversify 
their team, and fight against issues like the 
underrepresentation of POCs within the legal 
profession.  

Static, stagnant, rigid legal teams are bound 
to suffer--the wave of change has already 
come and gone. Anyone who resists it is sim-
ply resisting the inevitable, because if this 
pandemic has told us anything, it’s that re-
mote working isn’t just the safe route, but the 
smart route too.  

About the Author  
Shany Raitsin is Marketing Director at Law-
Flex, a leading New Law and ALSP company 
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Central American “Fintech” policy:  
a call to action.
 

By Iraida Herrera Abreu, Project Manager at A2J Tech

 

After analyzing the fintech regulatory schemes of Singapore and the 
United Kingdom, the main regulatory components of those systems 
are the following: a) a specific Fintech law, b) sandboxes, c) a consol-
idated Fintech association, d) a joint working group with the regula-
tor. [1]  

Some countries in Latin America have already set up their Fintech 
associations. Central America is not an exception. Nevertheless, 
the establishment of these regulations is recent, and therefore, 
initiatives such as developing specific Fintech law proposals, in-
novation offices or regulatory sandboxes have yet to be consoli-
dated. 

In Latin America only Mexico has approved its own Fintech 
law. [2] On the contrary, even though Central American coun-
tries are facing a rapid growth of the fintech industry they do 
not have any specific regulations. Even when they shall com-
ply with regulations that are applicable to any business (e.g. 
data protection, taxation, consumer protection) there are no 
specific regulations for the financial technology 
developments in the region.  

Central America offers interesting possibil-
ities for policy and regulatory solutions on 
Fintech. State parties to the Central 
American Integration System (SICA, 
for its Spanish acronym)  
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and, in particular, to the Economic Integration 
Subsystem, can adopt binding, regional regu-
lation through a community law system with 
multiple sources of law. These include tradi-
tional, international law mechanisms (e.g., 
treaties) and binding legal instruments adopt-
ed by regional bodies through autonomous 
procedures. [3] 

Fintech, as a dynamic industry, requires action 
from both the private and the public sectors. It 
is now a question if policymakers need to take 
the necessary steps to address the dynamism 
and potential that Fintech firms and their 
alignment with the law’s objectives can pro-
vide; and if so, how they should do it.  

The first question we should ask is then: 
should the governments of Central America 
regulate Fintech transactions? If so, why? 
When designing fintech policy we should con-
sider, also, if it is possible to construct a unify-
ing fintech regulation for Central America’s 
jurisdictions and, if not, the alternative to a 
general legal regional framework. The results 
may help governments formulate an adequate 
policy that improves financial inclusion for the 
Central American populations and for attrac-
tion of foreign investment within the region. 

As regulators are domestic by nature, building 
mutual trust between national regulatory bod-
ies is a question of time and its achievement is 
a real challenge. However, like in cross-border 
banking regulation, international regulatory 
networks might be entrusted with an essential 
function in establishing regulatory standards 
for dealing with Fintech. [4]  

Regulatory challenges in Fintech subjects tend 

 to vary on the specific Fintech sector, the state 
of development of financial products and ser-
vices in the region in question, and the regula-
tory environment. In other words, achieving a 
qualitative, responsive, and effective regula-
tion across borders cannot be considered an 
easy task. 

The thought I intend to spread is: have you 
ever considered what would happen if the reg-
ulators of Central America would ensure a suf-
ficient level of information sharing between 
each other, for the purpose of establishing a 
uniform monitoring regime?  

Considering the history and challenges of Cen-
tral American governments e.g. corruption, 
we should determine if the means to achieve a 
proper Fintech development supervision 
around the region is through a regional inno-
vation office, a regional (multi-jurisdictional) 
regulatory sandbox, a regional regtech pro-
posal or an alternative to a regional legal 
framework.  

Over the last two years, there has been an in-
creasing academic interest in Fintech around 
the world. This rise has run parallel to the evo-
lution of the different business segments for 
technological financial services. Studies in the 
United Kingdom, Singapore, Europe and the 
United States identify, define and explain the 
essential concepts of Fintech, such as “finan-
cial inclusion,” “regulatory sandbox,” 
“regtech,” “innovation office” and so on. [5]  

Some early lessons have been shared by acad-
emic institutions and research organizations 
around the world on regulatory innovations to 
enable inclusive Fintech, such as UNSGSA [6] 
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and University of Cambridge. These studies 
are focused on more developed countries. In 
Latin America and Central America, however, 
only the Inter-American Development Bank 
has studied this phenomenon. I consider this a 
problematic as there is a lack of objective in-
formation around the region. 

The “Report on Fintech in Latin America 
2018: Growth and Consolidation”[7] –which is 
the most updated source extended by the or-
ganization—provides a description of the fi-
nancial technology sector in the region, tack-
ing gender issues and Fintech, the studies of 
the existing Fintech associations and the dis-
cussion of the Fintech’s sector’s potential for 
improving financial inclusion, and funding for 
the productive sector in Latin America. [8]  
Costa Rica is the only country in Central 
America where (even if there is no specific 
regulation for Fintech transactions) the Inter-
american Development Bank (IDB) has per-
formed an ecosystem investigation. This re-
search [9] describes the lack of regulatory pro-
visions that the country faces, such as a lack of 
special regulation for fintech startups, lack of 
financing and capital, among other fundamen-
tal instruments that Costa Rica lacks.  

But Costa Rica does not lack only of regulatory 
provisions. The country, as the rest of the Cen-
tral American countries, lacks academic re-
search on the necessity of certain provisions 
for Fintech development around the region. 
They lack a proposal or an exclusion of regula-
tory assessment for Fintech transactions. Ac-
cording to the Guatemalan Fintech Associa-
tion, there is yet not one single publication or 
academic research addressing the regulatory 

framework for FinTech companies in Gua-
temala. [10]  

Definitely, further research should be con-
ducted to define the regulatory model that 
should be adopted for Fintech in Central 
America. This should be done by academics, 
professionals, private entities, Fintechs and 
public institutions. In recent years technology 
has unquestionably brought new development 
opportunities to our Markets. We must under-
stand it: financial technology is influencing the 
financial industry overall. Thus, we should ad-
dress the question of what the best regulatory 
scheme is to encourage competition and inno-
vation, while minimizing risks and ensuring a 
level playing field in the region. 

The rise of Fintech generates a number of con-
cerns about its effect on the stability of the fi-
nancial system as a whole. These concerns are 
connected with the structure of Fintech indus-
try. Systemic risks are higher when individual 
actors are fragile, shocks are easily propagat-
ed, and information asymmetries are wide-
spread. [11]  

Under scope theories such as the theory of the 
systemic risk of decentralization, we should 
address whether Central American govern-
ments should provide special regulations for 
Fintech transactions or not. Said theory ex-
plains how, in the post-crisis era, it is assumed 
that “too big to fail” institutions present the 
greatest systemic risk to the economy. But the 
small size and disperse nature of the Fintech 
industry might raise specific systemic risks. A 
careful analysis of the for Fintech-specific reg-
ulation (or for its absence) shall be conducted 
not only by our governments but by the  
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private institutions and associations through-
out the Central American region.  

Lastly, financial policy makers must take into 
account the international dimension on Fin-
tech operations. Usually, regulations are draft-
ed without close scrutiny of the long-term in-
ternational consequences of particular regula-
tory approaches. Both private and public insti-
tutions should study and propose how to treat 
Fintech in Central America under the lenses of 
both international and community law, as Fin-
tech transactions are typically not located in a 
single jurisdiction. With accurate Fintech poli-
cy, Central America can be strengthened as a 
region.  

Notes   
[1] UNSGSA FinTech Working Group and 
CCAF “Early Lessons on Regulatory Innova-
tions to Enable Inclusive FinTech: Innovation 
Offices, Regulatory Sandboxes, and RegTech” 
Office of the UNSGSA and CCAF: New York, 
NY and Cambridge, United Kingdom (2019), 
Page 62. 
[2] Please refer to the “Law to regulate fintech 
transactions” of the Congress of the United 
Mexican States, published on March 9, 2018. 
[3] Guatemala, Costa Rica, El Salvador, Ni-
caragua, Honduras and Panamá.  
[4] Ivanova, Petja “Cross-border regulation 
and fintech: are transnational cooperation 
agreements the right way to go?” Published by 
Oxford University on behalf of Unidroit. Unif. 
L. Rev., Vol. 24, 2019, 367–395, Advance Ac-
cess publication: 19 June 2019, Page, 368.  [5] 
UNSGSA FinTech Working Group and CCAF 
“Early Lessons on Regulatory Innovations to 
Enable Inclusive FinTech: Innovation Offices, 
Regulatory Sandboxes, and RegTech” Office of 

the UNSGSA and CCAF: New York, NY and 
Cambridge, United Kingdom (2019), Page 62. 
[6] UN Secretary-General’s Special Advocate 
for Inclusive Finance for Development. 
[7] IDB, IDB Invest and Finnovista Coordina-
tion: Gabriela Andrade, Daniella Kathyuska 
Bolaños, Andrés Fontao, Macarena Banus, and 
Jessica Pleguezelos “Fintech Latin America 
2018, Growth and Consolidation.” Jel Code: 
033. 
[8] Idem. Page 2.  
[9] Ernest, W., Gutiérrez, P. Schneider, C. “Fin-
tech in Costa Rica: the evolution of financial 
services” IBD Monography 732.  
[10] Interview to Natalia Pinzón, President of 
the Fintech Association of Guatemala, conduct-
ed on May 11, 2020.  
[11] Magnuson, William, “Regulating Fintech,” 
71 Vand. L. Rev. 1167 (2018), available at: 
https://scholarship.law.tamu.edu/facscholar/
1256, page 1120.  
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Legal Tech:  
Moving from ideas to execution 
By Helena Hallgarn, co-founder of Virtual Intelligence 

VQ, Sweden, Ambassador of ELTA in Sweden and 

chairman of the Swedish Society for IT and Law
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The buzz around legal tech is huge these days. In 
the legal sector, two of the hottest topics are “Le-
gal Tech” and “innovation”, or a combination of 
these. There are legal tech events, tech acad-
emies, innovation hubs, legal design initia-
tives, legal hackathons, innovation managers 
at law firms and a lot of articles on “New 
Law” being published. To me, as one who has 
been working with these issues for more than 
twenty years, this is really good news. For 
many years, the legal tech world has present-
ed new ideas on how to modernise the 
legal sector. But how many changes 
have we actually seen so far? Most le-
gal tech initiatives still centre on mak-
ing lawyers more efficient in their 
legal work. And in Sweden, legal 
services are mainly delivered 
by law firms focused on the 
billable hour. 
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Now it is time to combine technology and 
lawyers and develop new legal services. This 
is an opportunity for both established law 
firms and tech start-ups to move on from 
ideas to execution. In this article I would like 
to share my views to support this develop-
ment. 
Legal Tech and the Legal Services mar-
ket 
We can see the legal tech market booming 
with a vast amount of alternative technology 
solutions aimed at the legal sector. The Nordic 
Legal Tech Hub has created an overview of 
tech providers based in the Nordics:  

When trying to summarise the state of the 
legal tech scene I would like to refer to the 
presentation by Roland Vogl (Executive Di-
rector at Codex, the Stanford Center for Legal 
Informatics) at the Bucerius Legal Tech Es-
sentials (Bucerius Law School Summer Pro-

gram in Legal Tech that was available online 
this summer). He explained how Alternative 
Legal Service Providers (ALSPs) have ex-
panded their business from 8.4 billion dollars 
in 2015 to 10.7 billion dollars in 2017 and 
they are offering more and more sophisticat-
ed services for their clients. He found an in-
creasing willingness to invest in legal tech 
with more and more legal tech solutions 
available outside of USA. On the negative 
side, this increased willingness has led to le-
gal departments and law firms being over-
whelmed with different kinds of legal tech of-
ferings. He also commented on the resistance 

within law firms quoting the Altman Weil 
Flash Survey which found that “In 70 % of 
law firms, partners resist most change ef-
forts”. The reason is that these partners do 
not believe that legal tech is essential for their 
business. Instead of looking at tech as an  
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investment, many partners still see at it as an 
expense.  

One of the internationally well-known ALSPs 
is UnitedLex. UnitedLex was launched in 
2006, currently employs more than 3 000 
lawyers, engineers, programmers and other 
high-skilled professionals and is now an estab-
lished provider of legal services and a competi-
tor to traditional law firms providing legal ser-
vices to more than 25% of Global 500, 30% of 
Fortune 50, and 50% of Am Law 100 compa-
nies.   

Amongst law firms we also see the develop-
ment of new legal services. The UK based 
global law firm Allen & Overy has been work-
ing on developing new legal services during 
the past decade. They can now, beside their 
more traditional legal expertise, offer a broad 
range of new legal services in their “Advanced 
Delivery & Solutions” business.  

How have all these new initiatives affected 
buyers of legal services in Sweden and many 
other European countries outside the UK? 
Well, not as much as could be expected. Most 
CEOs or in-house counsels in Sweden looking 
for legal support still focus on two options; 
they either turn to law firms or hire in-house 
lawyers when solving their legal issues. There 
are few obvious alternative legal services to 
choose from. And the business model for law 
firms is still focused around the billable hour. 

At the same time, Swedish law firms seems to 
prosper. The Swedish weekly news magazine 
“Affärsvärlden” reported (April 2020) that the 
annual turnover for the 58 biggest law firms in 
Sweden 2019 amounted to USD 1,304 million, 

an increase by eight percent compared to 
2018. The five biggest law firms with an aggre-
gated turnover of USD 502 million in 2018, 
last year distributed dividends to their part-
ners amounting to a total of USD 114 million 
according to the Swedish business newspaper 
“Dagens Industri” (10 September 2019). New 
law initiatives driven by digitalisation and le-
gal tech still only have a tiny fraction of this 
market, thus posing no threat to the estab-
lished law firms. 

This was confirmed by Frida Pemer, docent 
and assistant professor at the Stockholm 
School of Economics, who summarised some 
take-aways from her international research 
project on digitalisation of expertise at the le-
gal innovation event VQ Forum in October 
2019. She analysed how different types of ex-
pertise have been affected by digitalisation 
based on the parameters process innovation 
and service innovation. She concluded that le-
gal services are focusing on process innova-
tion, not service innovation. This means that 
the focus is on changing their internal pro-
cesses and not as yet focusing on changing 
their delivery of services or on the develop-
ment of new services. The conclusion is that 
this phase of digitalisation is merely consid-
ered to be a “cost squeezer”. It is not disrup-
tive.  

Why haven’t we seen more change? 
Around 2000, when I attended several confer-
ences about Knowledge Management (KM), I 
was impressed by all presentations of innova-
tive projects. Over the years I have seen the 
passing of trends focused on trying to solve 
KM issues to support knowledge sharing with-
in a company (with a focus on law firms).  
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Projects such as implementing an intranet 
where all employees could share their infor-
mation, implementing a KM database where 
all know-how could be collected and shared 
within the company, implementing a search 
engine making all the know-how within the 
company easy to find and share, implementing 
internal “yellow pages” to find the person with 
the best experience and knowledge internally, 
etc. They were impressive plans highlighting 
the great impact they would have on knowl-
edge sharing within the company. After a 
while, I realised that all these projects never 
seemed to reach their potential and deliver the 
great impact that was expected. The reason for 
this could be because the lawyers did not want 
to learn how to use the new tool, they did not 
want to spend time on adding information into 
the database, the searches resulted into too 
many irrelevant responses and the experi-
enced lawyers within the firm never felt any 
need to add information about their own 
knowledge into a database as they were busy 
working.  

The ideas were great but the execution failed. 
Why? And why could this be of interest now? 
It is because today, I can see the same pattern 
when it comes to legal tech. We have loads of 
great ideas, a lot of interesting technologies 
and interesting solutions and we complain 
about lawyers who do not want to change and 
use these tech tools since they do not seem to 
want to change the way they work. There are 
too many ideas that do not reach their poten-
tial. Even though the KM projects described 
above had internal managers executing the 
projects, and the solutions were aimed at sup-
porting their colleagues, their internal cus-
tomers, they failed to understand  

the user’s behaviour and motive. 

Working with KM, I soon realised it was pos-
sible to take some of those ideas and execute 
them differently by focusing much more on 
the execution, on the implementation phase, 
which I have experience from through working 
on many projects together with my current 
colleague Ann Björk.  

When implementing a Knowledge Database, 
we focused much more on the structure of the 
information and adapted the search engine to 
better support the way a lawyer would like to 
find the know-how without any need for train-
ing. For example, we made it possible to do a 
search for “Business Transfer Agreement” and 
find such standard agreements and good ex-
amples but at the same time and in the same 
search result the user would also find other 
relevant documents and news related to the 
matter, for example employment related as-
pects of the transaction that the practitioner 
may not have been focused on. In this way we 
could support the lawyers working with that 
type of matter. Naturally this gave the lawyers 
an incentive to further use the Knowledge 
Database. Also, this meant that the lawyers 
started to contribute their own material, their 
own know-how, to the Knowledge Database, 
since they realised they could easier find their 
own material in there. The Knowledge Data-
base then turned into the valuable platform for 
know-how within the firm.  

When we wanted to implement an internal 
database with information about M&A deals, 
we realised how difficult it would be to try to 
collect that kind of information through some 
kind of “post-deal-summary” when everyone 
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would be exhausted after finalising the deal. 
Instead, we focused on the lawyers’ ambition 
to get recognised in MergerMarket’s list of 
dealmakers. Lawyers were incentivised to 
send reports to MergerMarket about their 
deals so we implemented a support function 
to simplify these reports and at the same time 
avoid some of the pitfalls we found. In this 
way, lawyers preferred using our “DealTrack-
er” to report a deal to MergerMarket. In the 
same time, we could collect that information 
in our database and build internal knowledge 
about the different deals handled by our 
lawyers. The result of this project – the 
“DealTracker” – was both better reporting to 
MergerMarket and a valuable internal knowl-
edge base about deals done. 

The point here is that the ideas do not need to 
be unique. The difficult part is the execution.  

Collaboration is key 
In order to execute innovative ideas, my ad-
vice is to discuss these ideas with other peo-
ple and open up for collaboration with people 
having other skills and experiences. I must 
stress that collaboration is a business necessi-
ty. Lawyers need to team up with other kinds 
of experts to make joint efforts to execute on 
these ideas because one difficulty in legal tech 
is the combination of those two fields. A ser-
vice delivered by software specialists might 
fail just because they don't understand the 
legal profession, how law firms operate. And 
legal professionals often lack the insight into 
the technology that is needed for the service 
to perform as desired. 

The lecture from Alma Asay, a Legal  

Technologist, in the “Buceries Legal Tech es-
sential” seminars was interesting to listen to. 
She openly shared the difficulties in develop-
ing a legal tech solution. She experienced dif-
ficulties in for example the collaboration be-
tween lawyers and technologists since they 
did not “speak the same language”. The 
lawyer needs to find professional technolo-
gists to discuss the ideas and find the right 
technology to build the legal tech. Both the 
lawyer and the technologist need to better 
understand each other. The lawyers need to 
work more thoroughly in specifying the func-
tionality of the solution. Alma summarised it 
as “Technology providers can’t build ‘it’ if you 
don’t tell them what ‘it’ is.” But it is also im-
portant for the technologist to better describe 
the possibilities and limitations of the tech-
nology platform. That way they can easier 
speak to each other and collaborate in a more 
efficient way. Collaboration is the key since it 
is a long way from idea to execution.  

Move to execution 
The whole point here is that it's not the lack 
of ideas that keeps progress at bay. There are 
a lot of relevant “details” to handle when it 
comes to the development of new legal ser-
vices based on technology in order to really 
change the market for legal services. The im-
plementation of an idea that is both function-
al, usable and makes business sense is the 
difficult part of the equation.  

Steve Jobs, the iconic Apple founder, also 
commented on this when he said, "To me, 
ideas are worth nothing unless executed. 
They are just a multiplier. Execution is worth 
millions."  
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In my view the best way to proceed to execu-
tion is to focus on the following steps: 

1. Clearly define your target group for your 
business case 
Having a “customer-centric view” is not only a 
buzz word but crucial when designing your so-
lution. You should target your service to a spe-
cific customer group and focus on an under-
standing of their needs and incentives, includ-
ing their willingness to pay for such service. 
This means trying to get a true understanding 
of their behaviour and motivation. If you want 
to make an impact on the market for legal ser-
vices you ought to aim towards the profitable 
segment of business law, where the profitable 
bigger law firms are.  

2. Find the right technology to build your so-
lution 
In many cases you find people interested in 
technology such as Blockchain or AI who want 
to build a solution based on that technology. It 
might work but it is the wrong starting point. 
You have to clearly define your solution and 
the functionality you expect from this solution 
before you proceed into deciding the right 
technology platform for this. In order to do so 
you should discuss this with technology ex-
perts such as system architects etc. Otherwise 
you might think you are building a Porsche 
but when looking further into the solution, you 
realise the motor is from a moped. It looks 
nice and shiny but will not perform as expect-
ed. 

3. Focus on the user interaction when build-
ing the solution 
There is a lot of interest in user interface and 

legal design. The problem, however, is that it 
is easy to focus on how the product looks, but 
in many cases this may be futile if the user in-
teraction with the application does not deliver. 
The key here is an understanding of the differ-
ence between user interface (UI) and user ex-
perience (UX). Instead of focusing on the UI, 
the design of the solution should focus on the 
part that the user interacts with, i.e. the UX. If 
the behaviour and functionality of the product 
is not what the user expects, it doesn’t matter 
if it looks pretty. No matter how much lipstick 
you put on a pig, it is still a pig.  

When I attended a course in User Interaction 
at Stockholm University several years ago, we 
were supposed to design the user interface of 
an ATM which would allow the user, naturally, 
to withdraw cash and also receive an account 
statement. Our natural response was to design 
two buttons representing these two alternative 
actions, but since 95-99 % of the activities at 
an ATM are related to cash withdrawal, we 
learned that we instead should focus on sim-
plifying cash withdrawals by just clicking once 
on the amount asked for. When doing a rarer 
activity such as asking for an account state-
ment, the user interaction could be slower 
with a need to click on extra buttons to receive 
that result.  

All this could best be described by the creator/
writer/start-up advisor Dain Miller who said, 
"UI is the saddle, the stirrups, and the reins. 
UX is the feeling you get being able to ride the 
horse.” 

Summary 
There is an opportunity out there for both law  

eMagazine • www.legalbusinessworld.com • �87



firms and tech start-ups to move from devel-
oping and implementing technology tools that 
that make lawyers more efficient, to focusing 
on developing new innovative legal services 
giving buyers of legal services a wider range of 
alternatives in handling their legal issues. We 
have the technology and the knowledge. We 
now need to proceed to combine technology 
and lawyers to develop these new legal ser-
vices. There is great opportunity out there, es-
pecially in the profitable business law segment 
of the market.  

But, effort should be put into the execution. Be 
sure to discuss your ideas with other people 
who can support you in your journey. Getting 
true feedback – not compliments - and inte-
grating it into your development is crucial for 
success. The idea you start with might not be 
unique, but with advice, collaboration and cus-
tomer feedback, you can create services that 
truly can modernise the legal profession. Take 

this opportunity - you can make a true impact 
on the market! 
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An A.I. Answer For Accurate 
Legal Spend Forecasting 
 
By Alex Kelly, co-founder and COO of Brightflag

Te
ch

 | 
Fi

na
nc

e 

Corporate legal departments face several finan-
cial planning obstacles that no other business 
unit would envy. Demand for their services is 
notoriously unpredictable and driven largely by 
factors beyond their control, such as industry 
regulations or competitive developments. The 
strategic nature and variable scope of the work 
also complicate the process of evaluating cost-
efficiency. Projecting the price of a complex liti-
gation matter, for example, is a much different 
exercise than forecasting next quarter’s sales 
training costs.  

Nevertheless, the desire for financial pre-
dictability has only grown stronger in board-

rooms around the world this year. And in 
my experience, I know that’s a challenge 

in-house legal leaders want to answer. 
They want to be dependable business 
partners and help steer their organi-
zations safely through these finan-
cially precarious times. They just 
haven’t always had the appropriate 
tools at their disposal. 
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A.I. Forecasting In Theory 

The first major leap forward in legal depart-
ment financial management was the introduc-
tion of e-billing software. Accurately and effi-
ciently tracking legal spend each month sud-
denly became the rule, rather than the excep-
tion, for teams using the technology to their 
advantage. But confirming what has been 
spent and declaring what will (or should) be 
spent are two different tasks. To help address 
the latter, some e-billing tools have been 
adding more analytical features and evolving 
into proactive spend management solutions.  

Artificial intelligence (A.I.) is driving this de-
velopment in two ways. The first is at the in-
voice review stage, where a machine learning 
engine can interpret line item descriptions at a 
rate of speed and accuracy that no human 
could rival. The software translates each task 
performed and hour billed into a data point 
available for future analysis and comparison. 
As a result, in-house legal teams can gather 
maximum context from their invoices with 
minimal effort.  

As this detailed record of spending habits con-
tinues to grow, the A.I. can then step into its 
second role of financial forecaster — modeling 
what will likely be spent going forward. Using 
past behavior to predict future behavior is by 
no means new, of course, but the speed of cal-
culation certainly is. Instead of trying to con-
nect the dots across dozens of spreadsheets, 
legal staff can simply refer to the software’s 
continuously updated projections at any time. 
There’s also a hidden advantage embedded 
within those forecasts. The A.I. is actually ref-
erencing the combined activity of all legal 

teams using the software when making its cal-
culations. The collective experiences of your 
peers factor into your individual projections, 
increasing precision by several degrees. That 
ultimately provides you with a confident per-
spective on how much a certain type and scope 
of work is likely to cost — before it’s resourced 
and executed. And if that number puts you on 
the wrong side of your expected budget, then 
you’ll have time to take proactive measures.  

A.I. Forecasting In Practice 

Now let’s put the technology into context by 
applying it to a scenario many readers will 
have grown familiar with: You’ve been given a 
mandate to reduce the legal department’s 
spend by 10% year-over-over.  

If you’ve been tracking expenses via A.I.-pow-
ered spend management software, you’ll be 
breathing a little easier than most of your 
peers. The basic e-billing features will help 
confirm what’s been spent to date across all 
matters and what’s waiting just around the 
corner in the form of accruals. Combine those 
two categories and you’ll know roughly how 
much runway you have remaining before ex-
ceeding your (now reduced) annual budget 
target. How quickly you’re likely to use up the 
runway is a question A.I. can easily answer. By 
referencing the spending patterns of all its 
users, the software can project the final annual 
cost for the legal services that resemble your 
current portfolio of work.  

Let’s say, for example, the A.I. model suggests 
that you’re likely to overrun your annual bud-
get in October. What proactive steps might 
you take to avoid that fate? First, it would be  
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best to communicate that insight to the full 
legal team as quickly as possible. You’ll want 
to get everyone thinking about where some 
extra financial flexibility might be found with-
in their portfolios. (That suggestion could be 
converted into a formal mandate as well, with 
internal matter leads held accountable to spe-
cific cost reduction targets.) 

Next, it’s time to debate and devise creative 
cost control strategies. There are rarely any 
easy answers here, but it’s best to take a priori-
tized view of your legal spend and focus on the 
matters and vendors making the largest con-
tributions to your bottom line. Is there a fixed 
fee structure that might fit one of those prima-
ry projects? Could the associated expenses ac-
tually be shifted to the business department 
which originated the matter? Might the law 
firm be receptive to a volume discount? 

A.I. ultimately gives legal teams more time to 
pose — and better data to answer — such 
strategic questions. At worst, you may decide 

that there simply isn’t a path to reducing costs 
that doesn’t simultaneously raise unacceptable 
legal risks. But the ability to break that news 
months before an impending budget overrun 
would still be valued and appreciated by your 
business colleagues. At best, your clever real-
location of resources could be the reason your 
organization stays below a critical financial 
threshold. But in each case, you’ll enter the 
room with the same assured feeling that you 
have an equal seat at the table.  

About The Author 
Alex Kelly is the co-founder and COO of 
Brightflag, the A.I.-powered legal spend man-
agement solution. Alex leads global operations 
across Brightflag’s offices in New York, 
Dublin, and Sydney, ensuring the entire orga-
nization is aligned around its customers’ criti-
cal business objectives. Prior to Brightflag, 
Alex qualified and worked as a corporate 
lawyer with a leading international law firm.

Bridging academic research and practical advice, 
The Practice offers thoughtful analysis on the  
legal profession for a global audience. 
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Legal tech is 
over-hyped

By Anders Spile, client executive advisor at 

Contractbook


Legal tech is overrated. That is probably a surprising 
statement coming from a legal tech and innovation 
consultant who works in a successful Scandinavian 
legal tech company. I should preach and advocate in 
favour of the industry. Nevertheless, that is what I be-
lieve. I believe that legal tech is over-hyped, largely 
redundant and maybe even counter-productive to the 
much needed digital transformation of the legal in-
dustry.  

Let me explain to you why.  

I assume that most lawyers use an iPhone. Many have 
cars with autopilot functions, they watch entertain-
ment on Apple TV, and they gladly binge what the al-
gorithms recommend for them. They use AI-powered 
auto-correct when they text their kids about then they 
will be home for dinner. Dinner is sometimes even 
coming from AI-powered Uber eats. But next morn-
ing, when they arrive in at the law firm office, sudden-
ly this comfort with tech seems disappeared. The 
same modern technologies now seem cumbersome at 
best, threatening at worst. 
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The reason is at least twofold: Firstly, legal 
tech is over-sold and wrapped in the wrong 
packaging. Secondly, lawyers over-estimate 
their own domain when they demand too in-
dustry-specific tech solutions.  
 
Legal tech vendors tend to alienate the lawyers 
they are selling to. They market their products 
as overly complicated, advanced technologies 
instead of making them seem edible and 
trustworthy.  
 
Moreover, the way we talk about legal tech is 
often a bit over-geared. We talk about whether 
lawyers should learn to code, but the fact is 
that some haven't even learned how to use the 
cloud properly yet. We talk about applying 
fancy AI when most lawyers are not even 
working in a machine-friendly data format 
and haven't organised it in streamlined man-
ners that AI's can leverage. And we spend legal 
tech event after legal tech event discussing 
edge case liability and responsibility issues for 
autonomous algorithms when even the most 
simple tasks are yet to be automated. 
 
You've got to crawl before you walk and some 
legal tech vendors are trying to sign law firms 
up for a marathon. You don't see Netflix 
branding themselves as an AI-powered super 
cinema. And even Tesla, whose CEO is usually 
not holding back with the visionary speeches, 
have understood that they are not able to sell 
their vehicles as robots on wheels. They let 
their customers get familiar with their product 
by selling it as electric cars. Likewise, legal 
tech providers should focus on making their 
products seem non-threatening, easy to com-
prehend, and manageable to implement. 
 

However, it is not only the tech providers who 
should take it down a nudge. Law firms should 
also focus more on creating some simple digital 
workflows. The problem is that some parts of 
the legal industry are caught in the illusion that 
they need their own tech products tailored for 
their specific sector or even practise area. But 
what makes legal work so unique that it cannot 
be managed in Trello? Why should clients ac-
cept to collaborate with their lawyers on yet an-
other collaboration platform? Why don't use 
Slack or Teams that solve collaboration and 
communication issues ideally just like everyone 
else?  

Instead of re-inventing the wheel with special 
legal tech applications, law firms should stick to 
the tools that their clients are already using. If 
their clients communicate on Slack, so should 
lawyers. If the clients use a certain contract 
management system, so should the lawyers. In-
stead of adopting a million different small niche 
applications, law firms should adopt digital 
workflows that are proven in similar organisa-
tions, get accustomed to digital life and leverage 
the opportunities in products that are proven.  

The only true client-centric approach to tech is 
to be where the clients are and adopt the tech-
nologies that they use. The client should feel 
that it is effortless and easy to work with the 
lawyer. They have multiple service providers, as 
least as long as law firms are not offering one-
stop-shop concepts, and they have their own 
systems. They have limited resources to get ac-
customed to new products every time they use a 
new provider.   

Secondly, lawyers will learn that there is a
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reason these tools are so widely used: because 
they work as intuitively as their iPhone and 
their Apple TV. Small legal tech applications 
will not have the chance to collect user-feed-
back and the necessary data to improve their 
platforms in the same way that broadly used 
products have. Because of this, they will be too 
dependent on what the law firms think they 
need, and not what the data suggest works. 
That will make the products to lawyer-centric 
and in the end be an even bigger annoyance to 
the user.  
 
The digital transformation of the legal industry 

is too important to be wasted on narrow legal 
tech applications with bad UI. It is too urgent to 
be postponed by over-geared marketing that 
makes things seem even more complicated. 
And it is too client-driven to be controlled by 
law firms sentiments.  

About the Author  
Anders Spile is client executive advisor in Con-
tractbook. He also has hands-on experience as 
to what it takes to develop an innovation strate-
gy and implement legal tech solutions in larger 
law firms.
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Law firms are turning to legal data for strate-
gic business development insights and many 
have or are eclipsing their in-house counter-
parts when it comes to leveraging data to 
learn more about their clients' litigation port-
folios. General Counsel need data to make the 
most informed decisions possible, and as legal 
information continues to become more widely 
available, there's no reason they shouldn't 
know as much as their outside counsel about  

what's happening with their litigation portfolio.  

In this article, we'll discuss some of the most 
impactful ways law firms are already using 
legal data to understand and anticipate their 
clients' legal services needs, how GCs can use 
those same practices to better manage their 
litigation portfolio, and how GCs can partner 
with law firms who are already innovating 
with legal data. 

Hey GC, Does Your Law Firm Know More 
About Your Litigation Portfolio Than You Do? 
 
By Josh Blandi,  CEO and Co-Founder of UniCourt
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Anticipating Client Needs with Legal 
Data 
When it comes to technology budgets and the 
adoption and implementation of new tools, law 
firms are typically better positioned than their 
in-house clients to onboard new technology 
providers. GCs are often bound to tighter bud-
get restraints and have to wade through bu-
reaucratic procedures within their procurement 
departments simply to get the tools they need. 
As such, firms can take advantage of the oppor-
tunity to test out more technology tools and the 
solutions of more recent entrants to the legal 
tech market.  

More specifically, innovative law firms are 
moving beyond their legacy data providers to 
gain bulk access to the data they need to track 
all of the litigation in which their clients are in-
volved. To do this, they are taking advantage of 
outside data sources that automate bulk data 
collection. This enables them to make informed 
decisions on which clients have new matters or 
pending legal services needs. This means they 
don’t need to rely on cold calls or blanket email 
pitches to discern their clients’ needs. Rather, 
they know what clients have needs even before 
the clients themselves do by way of receiving 
automated alerts that clients have been sued 
even before they’ve been served. Innovative law 
firms are proactively getting in front of issues to 
provide the counsel, protection, and offensive 
representation that clients need. 

This begs the question: how are these firms ac-
complishing all this? The answer is the strate-
gic use of Legal Data APIs, a tool that helps 
firms ingest data for all of the new cases filed 
involving their clients in a streamlined fashion. 
APIs, or application programming interfaces, 

are technological tools that allow law firms to 
swap antiquated, expensive, and labor-inten-
sive processes for automated, accurate data col-
lection and reporting. In the context of law firm 
business development, this looks like moving 
beyond hiring and managing teams of parale-
gals to track all the U.S. court cases filed every 
day to identify filings involving firm clients. In-
stead, firms are leveraging APIs to gain real-
time reporting on litigation involving thou-
sands of their clients all at once. 

APIs also eliminate one of the most time con-
suming, meticulous, and risk-prone compo-
nents of tracking clients’ legal services needs: 
data entry. By using APIs, law firms no longer 
need to research which clients are involved in 
litigation and then manually enter in the data 
into their matter management software or CRM 
solution. Rather, APIs can supply firms with all 
the litigation data they need, automatically en-
ter that data into their systems, and allow firms 
to set triggers to notify business development 
teams or lead partners when key clients become 
involved in potentially profitable cases within 
their wheelhouses.  

While this may sound aspirational, it’s not. In 
fact, AmLaw firms nationwide have already 
adopted this automated, data-driven practice of 
powering their business development efforts, 
and even in the midst of a global pandemic, it’s 
proven enormously successful for staying ahead 
of the competition.  

Better Litigation Portfolio Management 
for GCs  
The experimentation and success stories of 
AmLaw firms highlight a bright new future for 
GCs: they can take advantage of the lessons 
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law firms have learned, without having to buy 
every shiny legal tech tool on the market. The 
key to better litigation portfolio management, 
and what many forward-thinking, innovative 
law firms have found, is getting reliable, recur-
ring access to data - more specifically, data that 
has been structured, cleaned, and normalized 

Just as it has helped law firms track and antici-
pate client needs, access to better data through 
APIs can help GCs manage their litigation as 
well. Automating data collection can greatly re-
duce the time legal departments spend locating 
new cases involving their corporation and slash 
the need for a substantial workforce to simply 
acquire and enter data. However, it can also 
help GCs eliminate costly errors inherent in 
manual data entry. Bad data leads to bad re-
porting, which can leave GCs spending endless 
hours poring over what should be basic reports 
on their company’s litigation.  

APIs also break GCs’ historical dependence on 
law firm reporting and gives them more control 
over the direction of their litigation portfolio, 
and especially the bet-the-farm cases of the ut-
most importance. Further, automating litiga-
tion feeds with APIs empowers GCs to free up 
their in-house teams to more proactively man-
age their own caseloads and focus on strategy 
as opposed to being reactionary and waiting to 
find out what’s happening from frequently 
overburdened and unresponsive outside coun-
sel. 

Partnering with Innovative Law Firms 
For GCs who are hesitant to invest the time and 
funds into integrating APIs with their matter 
management systems, or whose legal depart-
ments may lack the technological competence 

to undertake such a project, don’t go it alone. 
Partnering with outside counsel who are more 
proficient with technology integrations and 
have experience working with automating data 
streams and process flows can significantly re-
duce any perceived or real burdens involved in 
API integrations.  

After all, there is simply no need to reinvent the 
wheel - and your outside counsel are likely 
more than happy to help share insights on best 
practices that have helped their firms thrive. 
Outside counsel can also mediate conversations 
with your key internal stakeholders if questions 
or concerns arise on the efficacy of integrating 
APIs - particularly if they, themselves, have al-
ready experienced great success with increasing 
their own efficiency while reducing overhead 
costs. 

The future of the legal services industry is 
grounded in access to data, and there is no rea-
son GCs can’t take advantage of APIs in the 
same way law firms have to better manage their 
litigation portfolios.  

About the Author 
Josh Blandi is the CEO and Co-Founder of 
UniCourt, a SaaS offering using machine learn-
ing to disrupt the way court data is organized, 
accessed, and used. UniCourt provides Legal 
Data as a Service (LDaaS) via our APIs to Am-
Law 50 firms and Fortune 500 businesses for 
accessing normalized court data for business 
development and intelligence, analytics, ma-
chine learning models, process automation, 
background checks, investigations, and under-
writing.
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Why now is the time to act 
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“Regardless of the pandemic, our carbon re-
duction goals have not changed.  We expect 
our vendors and supply chain partners to 
continue their progress as well.” 
Procurement professional at global insur-
ance company 

During the pandemic, you might assume 
clients would have taken their foot off the gas 
when it comes to assessing the environmental, 
social, and governance (ESG) status of their 
vendors and suppliers. The opposite is true. 

Companies are feeling a heightened awareness 
and responsibility to make socially responsible 
choices and respond to current issues. And 
they increasingly expect their vendors and 
suppliers to do the same.  

If your firm has received questionnaires, as-
sessments, or audit requests from your clients
—even during this pandemic—you would be 
well-advised to respond. If you haven’t re-
ceived such requests yet, now is the time to 
prepare.  

An alphabet soup of acronyms 
Companies are using a variety of assessment 
and reporting tools to measure and manage 
ESG metrics and performance. Many of them 
are known by acronyms: GRI, SASB, TCFD, 
CDP, to name a few. Your clients also may use 
services such as EcoVadis and IntegrityNext to 
assess ESG performance of their suppliers/
vendors, including outside professional service 
firms. 

Here are some of the prevalent standards and 
tools and their characteristics to help you un-

derstand what your clients are looking for 
when they request you share your ESG met-
rics.  

You can also adopt one or more of these tools 
now in order to assess your business and pre-
pare for requests by prospects, vendors, and 
other stakeholders. 

Global Reporting Initiative (GRI) – 
www.globalreporting.org 
GRI is an independent, international organiza-
tion that has pioneered sustainability report-
ing since 1997. GRI helps businesses and gov-
ernments worldwide understand and commu-
nicate their impact on critical sustainability 
issues such as climate change, human rights, 
governance, and social well-being. This en-
ables real action to create social, environmen-
tal, and economic benefits for everyone. The 
GRI Sustainability Reporting Standards fea-
ture true multi-stakeholder contributions and 
are rooted in the public interest.   

Sustainability Accounting Standards 
Board (SASB) – www.sasb.org 
SASB helps companies around the world re-
port on the sustainability topics that matter 
most to investors. SASB standards focus 
on financially material information covering 
a range of industry-specific sustainability ar-
eas, including environmental and social topics 
and their governance.  

Whether used alone, alongside other reporting 
frameworks, or as part of an integrated report, 
SASB standards and metrics provide a de-
tailed, powerful way to communicate with in-
vestors. 
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Task Force on Climate-Related Finan-
cial Disclosures (TCFD) – www.fsb-
tcfd.org 
TCFD develops voluntary, consistent, climate-
related financial risk disclosures for compa-
nies to provide to investors, lenders, insurers, 
and other stakeholders. The Task Force con-
siders the physical, liability, and transition 
risks associated with climate change and what 
constitutes effective financial disclosures 
across industries. 

These recommendations help companies un-
derstand what financial markets want from 
disclosures in order to measure and respond 
to climate change risks. And they encourage 
firms to align their disclosures with investors’ 
needs. 

CDP – www.cdp.net 
The CDP (formerly the Carbon Disclosure 
Project) is a not-for-profit charity based in the 
United Kingdom that runs the global disclo-
sure system for investors, companies, cities, 
states, and regions. It helps companies mea-
sure, manage, disclose, and ultimately reduce 
their greenhouse gas emissions. 

CDP aims to make environmental reporting 
and risk management a business norm and 
help its members take action to build a truly 
sustainable economy. Over 8,400 companies 
with over 50% of global market 
capitalization disclosed environmental data 
through CDP in 2019. This is in addition to 
the more than 920 cities, states, and regions 
who disclosed, making CDP’s platform one of 
the richest sources of information globally on 
how companies and governments are driving 
environmental change. 

United Nations Global Compact (UNGC) 
– www.unglobalcompact.org 
The UNGC launched in 2000 as the world’s 
largest corporate sustainability initiative. It is 
a call to companies to align their business 
strategies and operations with its 10 Principles 
on human rights, labor, environment, anti-
corruption, and take actions that advance so-
cietal goals. Companies are using this frame-
work to guide their social impact efforts. By 
signing on to the United Nations Global Com-
pact, firms incorporate its 10 Principles into 
their strategies, policies, and procedures. 
Through its Local Networks and over 10,000 
companies who have signed on around the 
world, the UNGC is uniting businesses to ad-
dress some of the world’s most pressing prob-
lems.  

International Standards Organization 
26000:10 (ISO 26000) – https://
www.iso.org/iso-26000-social-respon-
sibility.html 
ISO 26000 provides guidance for socially re-
sponsible businesses who recognize that re-
spect for society and environment is a critical 
success factor. As well as being the “right thing 
to do,” ISO 26000 is a way to assess an orga-
nization’s commitment to sustainability and 
its overall performance. 

ISO 26000:10 provides guidance rather than 
requirements, so it isn’t a certification unlike 
some ISO standards. Instead, it helps clarify 
what social responsibility is, helps businesses 
and organizations translate principles into ef-
fective actions, and shares social responsibility 
best practices. 

It’s aimed at all types of organizations regard-
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less of their activity, size or location. Its guid-
ance is often used in conjunction with other 
frameworks, including the UN Sustainable 
Development Goals. 

Organisation for Economic Cooperation 
and Development Guidelines (OECD) – 
www.oecd.org 
The OECD Guidelines provide principles and 
standards for responsible business conduct for 
multinational corporations operating in or 
from countries that adhere to the OECD Dec-
laration on International Investment and 
Multinational Enterprises. The goal is to shape 
policies that foster prosperity, equality, oppor-
tunity and well-being for all. 

OECD works with governments, policy mak-
ers, and citizens to establish evidence-based 
international standards and find solutions to 
social, economic, and environmental chal-
lenges. From improving economic perfor-
mance and creating jobs to fostering strong 
education and fighting international tax eva-
sion, it provides a knowledge hub for data and 
analysis, exchange of experiences, best prac-
tices, and advice on public policies and in-
ternational standards. 

EcoVadis – www.ecovadis.com 
Since its founding in 2007, EcoVadis has be-
come a trusted partner for procurement teams 
in more than 450 leading multinational orga-
nizations to reduce risk and drive innovation 
in their sustainable procurements. EcoVadis 
envisions a global marketplace where sustain-
ability intelligence influences every business 
decision—improving economies, people’s lives, 
and the planet. The EcoVadis sustainability 
assessment methodology is at the heart of its 

Ratings and Scorecards and evaluates how 
well a company has integrated principles of 
Sustainability/CSR into its business and man-
agement system. 

IntegrityNext – www.integritynext.com 
IntegrityNext enables procurement organiza-
tions to qualify and monitor their suppliers to 
improve sustainability and compliance and 
meet customer demands and regulatory re-
quirements. IntegrityNext is a cloud-based 
platform that covers all major aspects of CSR 
and sustainability requirements, allowing 
companies to monitor thousands of suppliers 
with minimal administration. 

A growing movement to measure social impact  
Over the last few decades, social and environ-
mental awareness and reporting have under-
gone rapid development. This movement has 
been amplified by the pandemic. Your clients, 
prospects and suppliers are exponentially in-
creasing the level at which they evaluate and 
assess the ESG performance of business they 
work with. All businesses, including profes-
sional service firms, need to plan for and re-
spond to these audits/assessments. Now is the 
time to prepare—before you receive the first 
inquiry from a client.   

Explore which of these reporting frameworks 
is best suited for your firm and take steps now 
to participate. 

The process will not only provide you with a 
resulting “grade” or “score”—but you’ll see 
where your firm can make improvements. 

Stakeholder expectations, and in some cases 
regulatory pressures, now require a much 
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wider perspective of corporate responsibility 
and transparency. Your firm will be called on 
to communicate your practices covering sus-
tainability, triple bottom line, and all related 
corporate social responsibility initiatives and 
programs. Are you ready? 

If you’d like assistance to determine what tools 
and frameworks are best for your firm or to 
learn more about the ESG metrics and re-
quirements, please contact me.  

About the Author  
Pamela Cone Pamela Cone has more than 25 
years’ experience in the professional services 
industry in marketing, communications and 
social impact and sustainability roles.   

She is Founder and CEO of Amity Advisory, a 
consultancy to help firms strengthen their So-
cial Impact and Sustainability programs be-
yond transactional to achieve truly transfor-
mational social impact outcomes.  

CLICK HERE FOR MORE INFORMATION
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‘You are welcome here. You are 
valued. You belong.’  

How do you feel when you read these 
words?  

All employers want to hire and retain tal-
ented, engaged and productive 
employees. What draws talented employ-
ees to your team, and what helps them 
stay? 

Inclusion. Feeling that they are a valued 
and welcome part of the team.    

Fortune, which has been publishing ‘The 
100 Best Companies to Work For’ for over 
two decades, has consistently found that: 
“Inclusion has become the gold standard 

for employee-centric companies.”[1] Fortune’s findings simply reinforce what each of us 
already knows: The expansive power of inclusion, and conversely, the shrinking feeling 
that accompanies exclusion and indifference.  If you have any doubts, just go back to the 
top, re-read the first three sentences and really feel the effect of those words on you.   
   
When employees feel embraced as a valuable part of their company, they contribute to the 
success of their company through their creativity and engagement.  

So how does an organization make employees from all different backgrounds, viewpoints, 
belief systems, races and orientations feel that: 
1.  Their authentic selves are welcome and contribute to the strength of the team; 

Leadership By Example:  
What is your Corporate IQ (Inclusivity Quotient)? 
By Anjli Garg, Director, Associate General Counsel, Citibank, N.A., and an executive lead-
ership coach. 

(Original source The Conscious Inclusion Company Series ; see website publications)
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2.  They have a seat at the table; 
3.  Their perspective and voices are heard and welcomed by the team; and 
4.  Their contributions are valued by the team? 
In short, how does a company foster and maintain culture of inclusion?    

As an immigrant, a woman of color and a leader in corporate America for the past two 
decades, I have experienced first-hand the powerful effects of both inclusion and exclu-
sion.  I have consistently found that awareness, empathy and taking personal responsibili-
ty result in real and lasting change. In fact, they are transformative. This realization pro-
pelled me to do a deep dive into leadership and emerge as an executive leadership coach. I 
now coach corporate leaders on how to thrive as inclusive leaders.  

This piece focuses on leadership’s role in creating an inclusive corporate culture through a 
shift in the consciousness of leaders. When leaders shift to an inclusive mind-set, their 
personal transformation ripples out effecting change in their teams and wider organiza-
tions. 

As a leader, where do you start? As with anything, you begin with yourself, and use inquiry 
as one of your primary tools. By inquiry, I mean examining what is, with curiosity.  In my 
legal and coaching practices, I have found that one of the most effective tools for examin-
ing an issue is asking questions without any agenda or conclusion in mind.  Just as a de-
tective looks for clues to solve a mystery, you are using inquiry to get to the truth of your 
corporate IQ (inclusivity quotient). This may seem like a simple thing, but most of us, 
caught up in the daily pressures and routine of life and work, rarely stop to inquire into 
the ‘why’ of our actions. Why are we doing what we are doing?  Why are we doing it in this 
particular way?  Is there another way to do this? 

Corporate IQ (Inclusivity Quotient) Inquiry 
I offer the following exercise that applies coaching principles to help you assess your cor-
porate IQ. When engaging in this exercise of inquiry, I would encourage you to create a 
quiet space without distraction and allocate some dedicated time for reflection. When 
done authentically, this can be an uncomfortable exercise. All of us suffer from uncon-
scious biases and have preferences and leanings. So, as you engage in this exercise, be cu-
rious and let go of any judgments about yourself and others that may come up. You can do 
this in the privacy of your own mind space, or with a trusted friend, ally or coach. If you 
have never consciously thought about inclusivity, then starting with your own mind space 
makes sense. At some point, you will need to engage with someone else, because, all of us 
have blind spots that will need to be uncovered in order to see more clearly. This conver-
sation will take courage and require vulnerability, so find someone with whom you feel 

Selection of the Month | Website Article

 � • eMagazine • www.legalbusinessworld.com107



safe to be authentic and real.  Remember, vulnerability is a strength, not a sign of weak-
ness. Being a great leader does not mean that you are a perfect person. Leadership re-
quires energy, thought and awareness to know what is needed, courage to be uncomfort-
able and vision to inspire change.  

The First Step: You 
This exercise starts with you. Ask yourself, how inclusive are you of yourself at work? 
Meaning, how much of who you are do you share or hide with your colleagues, your man-
agers and your direct reports.  Here are some questions to help you with this inquiry: 
1.  How do I show up as a leader? 
2.  How free do I feel to be myself at work? 
3.  Do my words and decisions at work reflect my values and who I am? 
These open-ended questions are different ways of getting at whether you bring your au-
thentic self into your work and in your interactions with your colleagues. For example, if 
at your core you value consensus but adopt a more directive leadership style with your 
team, ask yourself why (with curiosity)?     

This self-inquiry matters, because if you do not feel free to be yourself at your organization 
and in your role, how will those who are looking to you for inspiration and motivation feel 
free to be themselves?  I have seen the power of this self-inquiry first hand.  When I was 
coaching a leader who was disengaged in her work, it became clear that one of her main 
sources of discontent was that she did not feel free to be her authentic self at work. She 
had to pretend to be someone else, someone less outspoken and more 
accommodating. When she realized that speaking up was a core value for her, she experi-
mented with ways that felt safe for her to speak up. She felt happier and freer in her work, 
and so did her team.   

The Second Step: Your Team 
The next step in the corporate IQ inquiry is to take a look at your team, and how you view 
and interact with your team members. Here are some questions to help you with this as-
pect of the inquiry: 
1. Who is part of my team?  How is each person different from the other?  What do they 

all have in common?  How diverse is my team? 
2. What are the traits of my team members? 
3. What does each member of my team need to thrive? 
4. Are certain members of my team always quiet? Why? 
5. Whom do I turn to first on my team?  Why? 
6. Whom do I trust most?  Why? 
7. Whom do I value most on my team?  Why? 
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8. What traits do I look for in a successful employee?  Why?  
9. Who gets the juicy assignments?  Why? 
Review the answers to the above questions, and look for any patterns or themes. Ask your-
self, what do my answers reveal about my values? What conscious or unconscious biases 
may be at play?  Again, these questions may be difficult to delve into on your own.  I 
strongly encourage you to explore these questions with someone who can hold space for 
you to explore without judgement.    

The Third Step: Your Team’s Team 
As you continue your inquiry into your corporate IQ, you can take a look at each member 
of your team in his/her leadership capacity by asking the above questions with that person 
in mind. For example, if Shirley is part of your team, who is part of Shirley’s team? And so 
on. This step in your inquiry is equally important, because each person and their actions 
and mindset contribute to and are reflective of your company’s inclusivity culture.    

The Fourth Step: Your Corporate Environment 
The next step in your corporate IQ inquiry journey is to look at your organization as a 
whole and ask yourself: 
1. How inclusive is my company? 
2. How diverse are my colleagues at each level of the organization?  
3. Are there any common cultural aspects to the organization, such as common styles of 

dress, speech and mannerism? 
4. What are the stated values and mission of the company?  Do those values and mission 

include diversity and inclusivity? 
By this stage in the process, you will likely discover some patterns regarding inclusion in 
the insights you’ve gained at each step of your inquiry. You will likely have thoughts on 
how the company is fostering inclusion, and where further attention and work is needed.  

The Fifth Step: Bringing Inquiry and Corporate IQ to the Organization 
At some point, it would make sense for you to engage your team members and your wider 
organization in this conversation and inquiry exercise. How and when is up to you to de-
termine. How hesitant or willing you are to approach them with these questions is impor-
tant information for you about the state of inclusivity in your team and company.  

These five steps are not the end of the inclusivity conversation. They, and the tool of in-
quiry, are merely a beginning framework for leaders to take stock of their and their orga-
nization’s inclusivity quotient. I firmly believe that in order to foster a collective con-
sciousness of inclusivity in an organization, each leader must adopt an inclusive mind-set 
and have the courage to see and do what is uncomfortable.  An inclusive mind-set requires 
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awareness, empathy and self-work.  Your team and your organization will thank you, and 
so will your bottom-line.  

I would love to hear your thoughts, and your experiences with the corporate IQ inquiry 
exercise. Please also get in touch with me if you are interested in participating in a group 
on corporate IQ inquiry. 

About the Author 
Anjli Garg’s passion is to help people tap into their innate power so that they can live the 
life they truly desire and thrive even when things don’t go the way they expected.  Her su-
perpowers are deeply connecting with people from a place of total acceptance and pres-
ence, so they can recognize their greatness and find their most innovative, creative selves. 
This enables clients to create the life they’ve dreamed of and enjoy their success.   
  
Anjli has published articles and spoken at conferences and panels on topics such as priva-
cy and data security, unconscious bias, and diversity and inclusion.  She has 20+years of 
experience as a corporate transactional attorney, and obtained her J.D. from NYU School 
of Law.   

Currently, Anjli is Director, Associate General Counsel, Citibank, N.A., and an executive 
leadership coach.  At Citi, she is the global counsel to the commercial cards business, 
working with its largest institutional clients.  She is also an active member of Citi Legal’s 
Global Diversity Council. She can be reached via LinkedIn at Anjli Garg or via her website 
at www.yourcoachtosoar.com.
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Let me bust three myths today: (1) Suc-
cessful lawyers are primarily dealmakers 
and thus do not depend on the cultivation 
of relationships. (2) The most important 
partners in a law firm are the rainmakers. 
And (3): At the end of the day, that law 
firm which has the best legal expertise will 
win the competition for the best clients. 
  
 One of my former law firm partners once 
said to me: “We lawyers are dragon slay-
ers. When the dragon’s been sorted, we 
move on. There’s bound to be another 
such monster behind the nearest hill, as 
well as someone who’ll be happy if we get 
rid of it.” His message was: don’t let’s 
waste our time informing our clients about 
news from legal practice (free of charge!), 
giving lectures to colleagues from legal de-

partments (free of charge!), offering (badly paid!) secondments in order to help bail out 
clients, or providing services like (non-billable) monthly reports or enabling young em-
ployees from legal departments to serve internships in our firm. Yet it has long been scien-
tifically proved in marketing that investments in customer retention are much more effi-
cient and profitable than investments in customer acquisition. Don’t get me wrong! New 
clients are important. It is much more important, however, to retain existing clients and to 
generate new business with these clients. 
     
Who gets the longest round of applause at the law firm’s Christmas party? Who gets the 
most generous present from the managing partner’s discretionary kitty for particularly de-
serving partners? Who is most likely to skip individual rungs on the ladder to the highest 

Client retention hampered by decreasing client 
loyalty 
By Prof. Dr. Leo Staub, Thought Leader and Professor emeritus of the University of St. 
Gallen where he, until spring 2020, served as the Academic Director of the division Law & 
Management. 

(Original source Staub on Law Firm Management Series ; see website publications)
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remuneration level in the lockstep of business law firms? The rainmakers, of course, those 
colleagues who attract the highest number of new clients. Which law firm, however, mea-
sures the efforts that lawyers make to cultivate existing clients? How are colleagues re-
warded who still listen to a client when the talk has long been about something other than 
the project and the time is therefore not billable? Like those lawyers who make an effort 
“at their own expense” to really understand the client’s business in order to be able to dis-
cuss non-legal issues with him on an equal footing as well? Like the lawyers who write a 
birthday card to a client or take a client’s teenage offspring along to a court hearing in or-
der to provide them with an insight into our profession? Law firms are well advised not 
only to appreciate “rainmaking” but also those colleagues’ efforts who “merely” serve the 
cultivation and expansion of existing client relationships. 
     
“Our law firm has the best lawyers that our profession can offer. That’s why we’ll always 
outclass our competitors!” This is a great fallacy, dear colleagues! Studies have revealed 
that clients – and notably also professional clients – regard state-of-the-art legal services 
that are provided in a state-of-the-art manner as a matter of course. This doesn’t need to 
be a debating point when a mandate is entrusted to a law firm. If the specialist aspect of 
the service quality is right, clients are at any rate not dissatisfied. What brings them back 
to the law firm at the very next opportunity, however, is service quality, i.e. all those ele-
ments of the service which exceed the clients’ obvious expectations regarding legal quality: 
accessibility, a high degree of availability, short response times to enquiries, a sound un-
derstanding of the client’s business, transparency and predictability in mandate manage-
ment and billing, empathy, a willingness to listen, as well as proactive, targeted and com-
prehensively professional communication on an equal footing. 
    
Therefore you’d be ill-advised to put your feet up simply because you’re a great lawyer of 
above-average talent! This may be a wonderful starting point for success but on its own 
won’t be enough by any manner of means. Run your business as if the future of your law 
firm depended solely on the loyalty of your clients, their enthusiasm regarding the way 
you look after them, and the quality of your services! If you succeed in combining legal ex-
pertise with the willingness to serve, the dragons will queue up for you. 
  
About the Author 
Prof. Dr. Leo Staub is Professor emeritus of the University of St. Gallen where he, until 
spring 2020, served as the Academic Director of the division Law & Management. He is 
still active and internationally recognized as a scholar in the field of Legal Management. 
Leo can be reached at leo.staub@unisg.ch 

This pos was originally published on 5 June 2020 in Vista, the online magazine of the Executive School, 
University of St.Gallen, Switzerland
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The Appetizer: Sponsors 
• Do you want to pass the bar exam? DO YOU? If so, sign up for SpacedRepetition.com. This is a 

tool to help law students & bar preppers learn more. Named one of the world's Top 20 Legal IT In-
novations by ALM. 

The Main Course: 5 Things That Made Me Think This Week 
• Arizona Becomes the First State to Allow Non-Lawyer Ownership of Law Firms: for eons, this has 

been among the holy grails for legal futurists, who envision it as a way to bring not just new mon-
ey, but new energy and incentives, to improve legal services. Arizona's move came on the heels of 
Utah announcing sweeping changes to their own lawyer regulation.  Bob Ambrogi of Law Sites 
Blog breaks it all down in this post. 

• FastCase 50 Announced: it's basically the Academy Awards of legal innovation, minus the red 
carpets, emotional speeches, and glamorous after-parties.  Every year, this list of 50 people doing 
daring, interesting, & cool things in law becomes more impressive.  Read it and be inspired. 

• Four Opportunities for Legal Industry Innovators: this is a long read from Dan Currell, writing on 
the Legal Evolution blog (which basically never fails to deliver interesting reads - if you have an 
RSS feed, you should add Legal Evolution) framed around lessons learned from the 1990 book 
about Toyota, The Machine that Changed the World. 

• Free "Coding the Law" Course (and more from the Suffolk LIT Lab): my colleague, David Colarus-
so, has made materials from his "Coding the Law" course available, at no charge, for anyone who 
wants to play along at home.  It's been a busy few months in the LIT Lab, including Quinten 
Steenhuis joining the team in March and setting an all-time record for going from being hired to 
having a major newspaper article publish an article on this impact.  The LIT Lab's Document As-
sembly Triage Project is one of the few silver linings in the pandemic and is making a real differ-
ence in the lives of people in need of legal help. 

• A Kiosk Grows in Brooklyn: a nice story about the various ways NYC courts are using legal tech to 
help people get access to needed legal services during the pandemic.  It's gratifying to see stories 
of courts and judges finding ways to keep the system working when little around us seems to be.  
An additional example is Judge Scott Schlegel, from Jefferson Parish, Louisiana, who has created 
a system so hearings can be completed online (one of many excellent projects he has kicked off). 

Lagniappe 
IKEA Archive: I mostly go to Ikea to buy the delicious foods sold in toothpaste tubes from their 
small speciality food shop hidden among all the flat boxes. I also happen to collect their catalogs.  
I've got a stack with every one from 2007 to present (missing 2008 and 2012 - if you have a spare, 
please send it to me).  Now, I can save a tree - and you can too. The IKEA Museum has posted 
every IKEA catalog since 1950.  They're really worth a look. 

You can read Lawtomatic weekly at Legal Business World. If you enjoy this newsletter and know 
others who might also like it, please forward it to them. Receive the newsletter directly in your mail, 
please subscribe.

LAWtomatic is back 
Newsletter by Prof. Gaby Teninbaum
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