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never before. “ Anybody who saysbusinessisgreat

islying, saysonemanaging partner. “Firmsmay be
telling everyone how they’ reahead of budget,” hesays, “ but
thereality is, that in spite of last year’sresults, most will
experiencesignificantly declining revenuesthisyear.”

Onewould think that in the face of such dire predic-

tions, firmswould befocus ngincreas ng attention on secur-
ing theworking relationship with their very best clients. A
note from our London-based Edge partner suggests a
uncomforting disconnect! Hereportson avisit hehad with
the General Counsdl at aFortune 50 Company, with offices
inthe UK.

Today, law firm management isbeing put tothetest as

This General Counsel has a small legal depart-
ment, and finds that the particular law firms she
uses do not understand that. They assume be-
cause the company is huge, then so too must be
thein-houselegal department. Sherecently went
to aforumhosted by one of her law firms, for in-
house lawyers on Alter native Dispute Resolution
(ADR). Two things struck her. One, the assump-

tion was that she was heading up a massive de-
partment; and two, that this was very much a
Litigation Department affair and no attempt was
made to introduce non-contentious or transac-
tional partners.

Furthermore, knowl edge about her company and
herself is seldom shared across the primary law
firms she uses. She contrasted this with her re-
cent experience with recruitment firms. If she
phones oneto speak to Mandy, and Mandy is not
available, she quickly gets passed to Mary who
hasall her pertinent detailson a computer screen
and the latest position recorded in the database.
She questioned why law firms do not do the same.

She claims that she has NEVER taken a phone
call either fromthe lead partner or any external
survey firm asking about the adequacy of a law
firm's serviceto her. She findsit frustrating that
the advice she gets is often extremely narrow.
For instance, she getsa lot of advice on compli-
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ance issues and in particular competition law.
What she finds is that the same advice is fre-
guently and repeatedly trotted out, without be-

Concurrently, the other day wereceived acopy of an
interna e-mail, from a partner at an AmLaw 100 firm,
atemptingtogrgpplewiththeissueof preventinganimportant
client’sdefection. Thee-mail read:

ing in any way tailored to the needs of her cor-
poration (pure law, and not a commercial solu-
tion) — and secondly that no innovative think-
ing is employed to see if anyone in another de-
partment of the law firm has any slant on the
problem. She clearly does not see herself as be-
ing cross-sold to if she hasa problemthat needs
the help of more than one partner or depart-
ment.

Our observations confirm that thissituationisnot iso-
lated, nor geographically limited. Ronald F Pol, President
of New Zeadland’s Corporate L awyersAssociation, was
until recently responsiblefor managing maor disputereso-
lution and litigation for thelargest listed company in New
Zealand. With asignificant Australian presence, thetele-
communicationsgroup of companieswasavery sgnificant
user of legal servicesintheregion. Only oncein 6 years
was he ever approached to participatein aclient satisfac-
tionsurvey by any of thecompany’slaw firms. Heanswered
fully and frankly. Hea so replied affirmatively towhether he
would like the law firm’s CEO to call him about hisre-
sponses. Now Ronwas probably responsiblefor thelarg-
est snglecomponent of legal spendinthecountry that year,
andfor thelargest singlerevenue stream for that particular
law firm fromany of itsother clients. . . yet thecall never
came.

L ooking at the other side, how many might have en-
countered asituation imilar tothis:

While flying from Los Angeles | found myself
sitting next to a man who turned out to be the
President of one of our office’s top ten client’s.
After discovering that | wasthe managing part-

As you may have heard, rumors abound to the
effect that our firm has been removed, or isin
the process of being removed, from[ Fortune 500
Company] . While we have not received any for-
mal confirmation of this ‘fact,” it islikely true.
We have been hearing two relevant facts con-
cerning thisissuefor several months: (1) [For-
tune 500 Company] has been in the process of
reducing the firms on its panels in order to
streamlineitsrelationshipswith law firmsaround
the country; and (2) various[ Fortune 500 Com-
pany] representatives have been unhappy with
some of our attorneysin some officesin several
respects, chiefly thelack of compliancewith Liti-
gation guidelines and related issues. | haven't
heard any criticismof our work product, assuch,
but unfortunately in the world of in-house coun-
sel, there are many important issues apart from
quality of work that arereckoned inthelaw firm
evaluation process.

We need to undertake the task of immediately
attempting to restore and improve our relation-
ship with [ Fortune 500 Company]. Inthat con-
nection, if any of you have significant contacts
within [Fortune 500 Company] that we can
explore, | would appreciate knowing about them.
R.E. has already volunteered and is pursuing
someone he knows at a high level, but we can't
count on any one contact doing thefull rehabili-
tation for us.

ner of our firm, he commented that “ Oh yes,
your firm. .. useto beour lawyers!” It turned
out that they had stopped sending uswork about
six months previously, but no one had noticed
or contacted the client.
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Now, what do you think the possibility isthat thisfirm
will be ableto take sufficient remedial action, intime, to
prevent being cut fromthelist? Perhgpsmoreto thepoint—
Doesthissound familiar? What do you think thelikelihood
isthat you arefacing exactly thissameSituation with some
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key clients, in somearea, of your ownfirm?

Meanwhile, inarecent strategic assgnment wediscov-
ered no less than 12 Fortune 1000 companies that had
dipped off onelaw firm'scollectiveradar screenswithinthe
past fiveyears. Significant companies, still actively using
outsidelegal counsel, but companiesthat wereno longer
using thisparticular firm—and somehow thisfact had just
not cometo the attention of anyonein firm management.
Clientsrarely tdll youin advancethat they aregoingtoleave.
Usudly, they just Sop doing businesswith you, or theamount
of businessdowly declinesover time. Meanwhile, makeno
mistake—thereisno oneareawherelawyerscan bemore
crestiveor moreinnovative, thaninexplaining why signifi-
cant clientsarenolonger usingthefirn’ssarvices Andwhat's
more, theselawyersareusudly entirely genuineintheir con-
viction of explanationsthat haveto do with ‘tight market
conditions,’” ‘board directivesto do morein-house,” less
needfor legal servicesby thecompany, theclient ‘failingto
appreciate quality, or just plain ‘luck of thedraw.” Never, it
seems, any morethan the remotest prospect that thefirm
might have done something, in effect, to help convincethe
client of theneed to ‘de-select’ thefirm.

Inmogt indudtries, lessthan stdllar client servicebehavior
would quickly be driven out by competition, yet in
professional servicesit sometimes seemsendemic. With
ever-increasing revenues, theeffect of client dissatisfaction
ismasked —thosewho deliver poor client servicetill earn
grest money, tendingtoreinforcether view that they actualy
delivered pretty good client service. Put another way, finding
alaw firm that thinks it needs advice on the better
management of client relationshipsisliketryingtofind that
rareindividua who will readily admit to being abad driver.

HOW ARE LAW FIRMS REACTING
TO THE POTENTIAL THREAT OF
KEY CLIENT DEFECTIONS?

Unfortunately, according to our experiencesand ob-
servations, not all that well. 1t would seem that we continue
to chaseafter theslver bullet, thequick fix, and the newest
fad solution. Hereare but afew of theinitiativesthat some
firmsareexperimentingwith:

Twelve lmportant | nternal
Assessment Questions

FOR FIRM MANAGEMENT:

» What percentage of your total firm’s revenues do the
largest 50 clients represent?

» How much additional time and resources (the cost)
would have to be devoted to try to recoup the revenues
you would loseg, if but one of your top 50 clients defected?

» Have you tracked which of the largest corporations you
serve (not necessarily largest revenue clients) have been
declining in their annual legal spend with your firm?

* Are you able to determine what percentage of your
largest clients' total legal budget you are currently getting
(what is your share)?

* Have you tracked how many Fortune 1000 companies
have defected from your firm over the past five years?

*» Have you established aformal client feedback program
with active participation by your managing partner or
CEO?

» Have you established client service teams for your
largest clientswith the objective of enhancing the client
service model?

FOR THE PRACTICE GROUP/INDUSTRY
GROUP/OR CLIENT TEAM:

* Please identify one key client wherein you initiated an
appointment and solicited specific feedback mid-way
through a major transaction or litigation assignment —when
that feedback might be of real value to enhancing the work
product, the outcome, and the client’s expectations?

* Please identify one meaningful change in the way your
group servicesclients or deliversyour legal work that is
the direct result of solicited feedback from one of your key
clients?

FOR THE INDIVIDUAL RAINMAKER:

» Canyou briefly identify all of the legal needsthat your
largest corporate client currently has (all of the legal needs
—not just those legal needs that represent your area of
expertise)?

» Can you briefly describe the specific action plan you
currently have, to grow thisrel ationship with your largest
client?

» On ascale of oneto five (one being unsatisfied, five
being highly satisfied), how satisfied are you that the other
professionalswho also work with thisclient, are providing
exceptional service?
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Publish and Distribute a Monograph on How We
Serve Clients

Whilemanaging partnersmay be once again beseeching
their partnersto focuson client relations, the approaches
that arebeingingtituted arelikely tofall short of what isre-
ally required. Hereisan excerpt (the majority of thetext)
fromaone-page“Promise” that one notablelaw firm ap-
parently distributestoitsclients.

Understanding your concerns and business ob-
jectives, and focusing our efforts on achieving
your objectives, are the defining elements of how
we practice law. We are committed to offering
counsel that speaks to the client’s per spective.

We begin by listening and we build long-termre-
lationships with our clients by continuing to lis-
ten. We believe our work must always be
grounded on strong, individual attorney-client
relationships in which we work with our clients
toward shared goals.

Our philosophy is markedly different from what
seemsto drive the many law firmsthat have been
reshaping the legal profession. Unlike the nar-
rowly — focused approach of such firms, where
attorneys seemto be detached fromtheir clients
and their client’s overall business concerns, we
seek to know our clientswell. Rather than limit-
ing client interactionsto isolated events with an
ever-changing cadre of attorneys, we assure cli-
ents an ongoing working relationship with at-
torneys who know and understand their clients
business.

Convincing?Your commitment isnot what your market-
ingsaysitis, it'swhat your client thinksitis. Most important
toyour client’sperceptionistheir experience. Clientswill
believetheir own experience beforethey will believeyour
representations.

From arecent articlein aspecialist monthly magazine
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for in-house counsdl, with a60,000+ readershipintheUS
and overseas, we noted:

“ ... law firm marketing machines bombard po-
tential clients with exhortations about client fo-
cus and their ability to add value, yet in-house
counsel surveys continue to show that, for the
most part, they merely toleratethe servicelevels
of outside counsel and that few are truly satis-
fied clients’

- “Get MoreVauefrom Outside Counsd: Show
ThemtheHipside” ACCA Docket, April 2003

Sofew firms(whether intheir client servicerhetoric or
eveninthelr recruitment efforts) seemto realizethat they
makethe very samerepresentationsasamost every other
firm, offered up asthough they really do believethey are
unique—asindeed many of themgenuinely believe. Moreover,
firmsalso seemto believethat theserepresentationswill be
regarded asconvincing, wheninfactitishighly unlikely that
they themselveswould be persuaded by wordsaone, if they

weresditting onthe other side
of the table as the buyer of [EERYY/e"= Ye(e)V/e[}
think the

professiond services.
likelihood isthat

Develop Internal Client :
you arefacing the

Service Standards

situation of losing
somekey clients,
in somearea, of
your own firm?”

A midwestern-basedfirm
codifiedtheir internd approach
into two, printed and hand-
somely bound pages, divided
into four categories and en-
compassing twenty-two dis-
tinctive” Standards.” Thetag lineboldly pronounces*Our
Client’s Successisthe Highest Priority of our Law Firm.”
Soundsgood sofar.

Wearethenintroduced to anumber of thisfirm’sclient
service standards. Hereare but thefirst five of twenty-two:

» Understand the Client and the Client’s busi-
ness; read source material; visit the facility.
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» Understand the Client’s goals and most press-
ing business considerations.

* Listen carefully and respond in a fashion which
shows that you have been listening.

* Analyze each specific legal problemwithin the
context of the Client’s business environment.

* View the problemthrough the Client’s eyes; un-
derstand theissues and the pressure on the people
you are assisting.

Asitistruewith any supposed standard, one must ask,
“but, how do we know that thisishappening . . . and hap-
pening consistently . . . without exception, throughout the
firm. And thisisprecisely where even vague standardsin
most firmsfall apart. Either they areworded (by Commit-
tee) insignificantly obtusetermsso asto beregarded only
asconceptsat best; or they lack any means of consistency
or enforcement leading to thetypica partner reaction; “ain’t
no rulearound herethat | can’t break!”

Set up Client Teams to Serve Our Largest Clients

Thedictatesof afiercely competitive marketplace have
led firmsthroughout the country to &l so examine congtituting
Client Teams- - relatively small groupsof lawyersformed
and linked by acommon interest in serving the sameclient.
Why?Well, invirtually every law firm, 80% of thefirm's
revenues come from 20% or fewer of itsclients. Indeed,
earlier thisyear weread about how one Top AmLaw firm,
among anumber of others, hasbeen movinginthisdirection:

One West-Coast based firm now has 120 client
teams — ranging in size from a half-dozen
attorneys to nearly 100 — devoted to its largest
clients. Through regular monthly meetings, each
team stays up to date on the work the firmis
doing for the client and discusses news and
developments relating to the client. The teams
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also all have leaders, giving clients a primary
point of contact with the firm.

The motivation for thisreorganization, as proffered by a
number of advocates, ssemslogica and unassalable: * Client-
Focused Teams represent the ideal approach to business
development.”

AccordingtotheDirector of Client Devel opment at one
300 attorney, Texas-based firm who built 50 client teamsin
their first year, “ The teamsreflect asmarter approach to
marketinginwhichlaw firmsplan marketing Srategiesaround
their clients, rather than their internal practicegroups.

Soundssimple. Weknow itisn’t. Whileforming client
teamsremainsan exciting and viable concept, questionsand
management issuesabound. Client serviceteamsmean much
morethan marketing. Theterm*“service’” meansthisterm
should bethe primary focus. How do client serviceteam
management issues correl ate to other management struc-
turesinafirmsuch aspractice groups, geographiclocations
and industry initiatives? Whoisaccountableand whereis
the“ credit” ? Unfortunately, many firmsthat pursuethisav-
enueturnto quick fixesthat ultimately can cause moredam-
age. Consder what isoffered by some consultantsasyour
suggestedfirst step:

Before creating your teams, you should beginwith
providing marketing training for all of your part-
ners. (Thepresumptionisthat wewould benefit from
training and dispatching hit teamsto give new busi-
nesspitchesto our existing clients.)

According to one consultant noted for hiswork intraining
clientteams:

All data necessary for the team members to set
their goalsshould bedistributed at thefirst meet-
ing. For example, any available information on
legal fees paid out by the company to other law
firmsisessential if theteamisto get ahandleon
what it isreally going after in terms of volume of
new business.
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All too oftenwelook at our client’ ssituation through the
lensof our own service offeringsand our owndesirefor a
sde. Littlewonder increasing numbersof General Counsdl
sensethat when your firmtalksabout “ building rel ationships’
it becomesnothing morethan aeuphemismfor “giveusmore
work,” while* providing added value” becomesinterpreted
tomean, “at higher rates!”

Successful firms*“romance’ their key clients—instead of
segmenting theminto targeted entitieswith aggressive cam-
paignsto hunt them like prey. George Fisher, theformer
Chairman and CEO of Eastman K odak Company wasre-
ported to have put it thisway: “ Some of the outside profes-
sionals| have used focus on adding valuethewholetime
they areworking with us; theothersareinthereaggressively
tryingto sdll thenext project, whichisjustirritating.”

Client serviceteamscan add anew model intheservice
component so long asthey focuson how to most effectively
ddiver superior responsve sarvicetoclients. Client service
teams can establish uniform standardsfor the delivery of
servicesto aclient, can communicateto theentireteamsthe
client’scultureand thehigh valueservicesfor that client, i.e.,
those servicesmost important to the client.

WHAT ISTHE MAGNITUDE
OF THE POTENTIAL THREAT OF
KEY CLIENT DEFECTIONS?

During the past several months on behalf of both an
AmLaw 100 and aGlobal 10law firm, Edge International
has had the opportunity of conducting numerous personal
interviewswith senior executivesand General Counsel at
over 100 of the Fortune 1000 companies, acrossan inter-
national landscape. Aswe compared our findingswith those
obtained fromthe premier research firm: TheBTI Consult-
ing Group in Boston, together we have been ableto draw
someinteresting conclusons.

Today, thetypical Fortune 1000 company islikely to
spend somewhereintheareaof $11.6 million with outside
law firms—an amount which continuesto esca atein spite of
harsh economic conditions. Infact, these companieshave
experienced anincreaseof over $1 millionintheir spending
withoutsdefirmsduring the past year, and that level of spend-
ing isexpected to head even higher.
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“Littlewonder increasing numbers of
General Counsal sensethat when
your firm talksabout ‘ building
relationships’ it becomesnothing

morethan aeuphemismfor ‘giveus

morework,” while*providing added

value' becomesinterpreted to mean,
‘at higher rates!’”

However (and hereisthe salient, and for some, scary
finding), amuch larger portion of theincreased spending will
gotofar fewer firms!

BTI’sresearch hasdiscovered that these Fortune 1000
companiesdividethe r budgetsamong anumber of law firms
that fall into one of three categories.

Thefirg, wewill Iabd the® Dominant” or Primary Firms.
Thesefirmssecurethemost lucrativework and likely divide
that legal spend such that each will realize approximately
$2.9 millioninfees. A Fortune 1000 company will almost
alwaysfavor only two Dominant providers. Our conserva
tiveprojectionisthat thesetwo providerswill berealizing
about $3.8 millioninfeeseach by 2005. Thereareonly two
of these primary firms—but they each get 50% of the spend
onoutsidecounsd.

The second category iswhat we can call the* Second-
Tier.” Fortune 1000 companiesreport that they useabout 7
law firmsfor their advicein specidized or highly vaued prac-
tice areas. These seven firms will each receive about
$500,000in revenuesfrom each company they serve; grow-
ing to about $1.1 million by 2005. These secondary firms
arecloseenoughto get aclear shot at thelucrativework the
minuteany Generd Counsdl startstothink client serviceian't
what it should be.

General Counsdl have already cut the number of sec-
ondary firms by 20% and plan to cut another 20% in the
next 18 months. If you are secondary —you need to get
yoursdlf to primary or you risk becoming oneof the* Other”
firmsthat arejurisdiction specific, have unique specialties
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and serveasafunctioninstead of providing valued advice.

We repeat - The discomforting NEWS FLASH: this
listing of 7 Second-Tier law firmshasbeen reduced from 9
and expected to further contract to only 4 firmsin total by
2005.

CONTENDER LAW FIRMS

SECOND-TIER LAW FIRMS

DOMINANT LAW FIRMS

2001 Present 2005

Reduction in the number of law firms being used by Fortune
1000 corporate counsel from 2001, to present, to 2005.

Thisprocessisknown as* convergence,” alumbering
bit of jargon referring to how in-house counseal areactively
reducing the number of law firmson their approvedlists.
Theideaisto establishstrong“ preferred provider” relation-
shipswith adrastically smaller number of select firms.

Thefurther startling fact isthat while Corporate Counsel
areactively working to reducethenumber of law firmswhich
they allocatetheir work, alarge majority are open to, and
accepting entirely new firmsto their roster —asreplace-
mentsfor someof their existing firms. So not only areyou
exposed to being cut from theroster through attrition, you
areasoat risk of being replaced by an outsidefirmthat can
demonstrate that they can provide ahigher level of client
service. Infact, 63.1% of Fortune 1000 companies have
hired anew mgor crediblelaw firminthelast 12 months. In
theface of cutbacks, clientstill aretesting thewaterswith
new firmsto get what they want fromtheir law firm.

Trandaethisto mean: Certainlaw firmsaregoing to get
cut fromclient rosters. Every law firmsisvulnerable. Your
firmisvulnerabletolosng millionsinrevenuesover thenext
few yearsif you don’t actively makesthese client demands
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work for you. Why?

General Counsel of Fortune 1000 companiesarere-
porting that they just aren’ t too overwhel med by thelevel of
client servicethey receive. They report that far too many of
their law firmsmeet only the minimum requirements. Law
firmscontinueto do enough to just maintain rel ationships,
but nowhere near enough to exceed Genera Counsel’sex-
pectations. . . and General Counsel’sare becoming more
collectively resolved to only continuing to useand to recom-
mend those firmsthat exceed their expectations. Thedis-
equilibriainlaw firm performance and General Counsdl ex-
pectationsisnow driving themto take stepstoimprovethe
gtuation.

All of thishasprofound implicationsfor your firm:

% Thereisasgnificant amount of revenueavalable
to those select firmsthat can manageto stay ona
Fortune 1000 client roster;

% Thereisanevengreater win achievableto any
firmthat canfind theway to leveragetheir position
to ahigher category —e.g. beableto movefroma
Second-Tier FirmtothePrimary postion, andtherein
being ableto displace one of the Dominant players,

% Thereisthepotentid, (infact high probability)
under the right circumstances, to be added to a
Fortune 1000 roster and displace one of theexisting
firms that is not satisfying General Counsel’s
expectations,

% Thereisthepotentia to introduce systemsthat
actudly help rather than hinder thefirm’slawyersto
dothethreecorethingsthat al professional services
providers should do (and which will set your firm
apart), of identifying what adds value to clients;
ddivering that value; and demongtrating having done
so—intermsrelevant to the client’s business, not
justyours; and

% Your firmisvulnerableto losing any one of
thesesignificant clientsand then suffering the pains
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of how to restore your lost revenues, partner
profitability, status, and attractivenesstolaterals.

“General Counsel of Fortune
1000 companies are reporting that
they just aren’t too overwhelmed
by the level of client service they

recelve and so a much larger por-
tion of their increased spending
will goto far fewer law firms!”

Legad skillsareimportant to clients, but not viewed asa
scarceresource. Client service combined with superior legal
skillsisrareand differentiates|aw firmsand lawyersin the
mindsof clients.

Winning law firms proactively addresstheir clients
concernsand demongtratetheir continued support for helping
clientsreachtheir goas. Themost effectiveway to address
cutsinthenumber of law firmsisto helpyour clientsreduce
the number of firmswith whichthey work ——that istojoin
or lead the process.

Help dlientsindefining and prioritizing their coreneeds
and work with them to trand atethose needsinto alaw firm
sel ection process that weeds out your competitors. This
approach makesyou part of the processand givesyour firm
inva uableknowledgeabout your clients businessobjectives.
It also builds the client relationship and freezes out
competitorsasyou differentiate yourself on unique, applied
client-gpecific knowledge—something that ishard toreplicate
once devel oped.

Now, in order to execute this strategy, you need to
understand your client’sneeds.
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ANTICIPATEYOURCLIENT’'S
NEEDS—-BEING ONE STEPAHEAD

Almost forty yearsago, management professor Theodore
Levitt, talking about the purpose of abusinessbeing to cre-
ate and keep a customer, advocated that the modern firm
should “view the entire business process as consisting of a
tightly integrated effort to discover, create, arouse, and sat-
isfy customer needs.”

All thetalk about setting up Client Teamsand relation-
ship building must start with an understanding of your client’s
needs. Thosewho talk about “ share of wallet” (thelatest
consult-speak buzz word) fail to recognizethat you can’'t
get accesstotheclient’ swallet if youdon't first earn access
tothat samedlient’sheart and mind by satisfying their needs.
But how do you defineand determineaclient’ sneeds?

For our purposes, it would be hel pful to think intermsof
four distinct categoriesof client need. Each need category
can produce ahighly intense and emotional reactiononthe
part of theclient in believing that they either are or arenot
getting thelevel of servicethey require.

Each category also represents aunique service chal-
lengein that each progressive category requiresanincreas-
ing investment of non-billabletimebut correspondingly dso
resultsinfurther cementing theclient’sloyalty. Thistrans-
latesinto additional marketing opportunities.

#1. ROUTINE NEEDS

Theserepresent the most basic ‘ table-stakes' for even
being allowed to play. “Routine” needsadd noreal value.
Butfail todeliver hereand you arelikely to havetheclient
quickly looking to one of your more eager competitorsto
servethelr needs.

Routine needsincludethebasicsof:

* Being responsive,

* Ensuring that the client hasacontact that iseasily
accessble;

» Having amodicum of good interpersond skills;

* Kegpingthedlientinformedinafairly timely
manner;

* Mesting technica specifications,
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* Handling problemsasthey may arise onacoordi-
nated bass; and
* Providing somemeasure of valuefor thedollar.

Sample QUESTION designedtodicittheclient’s
routineneeds:

» How could weimprovethelevel of servicetoyou,
beyond that whichyou are currently receiving?

Typica RESPONSESwehavereceived from Genera
Counsd ininterviews.

“ There are so many good lawyer s out there they
need to under stand that they can really only dif-
ferentiate on service and on attitude. Attitudeis
really important. |1 am continually shocked at
the inability of lawyers to make clients their fo-
cus. Losethe ego; cometo me (theclient). I'm
continually amazed at the arrogance.”

“ Contemporaneous billing— get bills months
after the service is performed.”

“ Keegp me informed of what you're doing by e-

©2003BTI CONSULTING GROUP& EDGEINTERNATIONAL

HIGHEST INVESTMENT

#4: LATENT NEEDS OF TIME

- Provide advice on critical business
issues before they are recognized

#3: UNMET; NEEDS

- Improve effectiveness of in-house legal department
- Provide preventative counsel

#2: EXPLICIT NEEDS

- Conduct diagnosis that may redefine problem
-Facilitate development of new skills’lknowledge

#1: ROUTINE NEEDS

- Provide solution to given legal problem
-Provide legal research and requested information

i

MINIMAL INVESTMENT
OF TIME

mail; don’'t write a letter and edit it, just send a
quick e-mail.”

“It is becoming increasingly difficult to find a
lawyer who will simply answer a question and
who will give advice. We don't want a 5 page
memo that exploresthe options, but doesn't give
us advice.”

Sample ACTION PL ANSthat aclient might actually
vaue

* Find our precisely how your particular client con-
tact defines'"responsive,” routineversushigh prior-
ity matters, what areasonabletime period for re-
sponse would be, and an acceptable back-up in
casesof emergencies. Further, determinewith your
client contact, under what circumstancesthey would
prefer aface-to-face meeting, versusatelephone
conversation, versus an e-mail or other modes of
communication. Haveawritten, “ preferred commu-
nicationsprotocol” devel oped, available, and com-
municated to every professional and support staff
member serving thisparticular client contact.
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* Makeit easy for your client to contact any of your
people. Produce pocket phonedirectoriesor charts
of the"team" completewith e-mail addresses, home,
cdlular, and direct dia officenumbers.

Satisfying your client’s Routine needsmeansl etting cli-
entstell youwhat kind of information they want, what level
of servicethey desire, and how they want you to communi-
catewith them—where, when, and how often.

#2: EXPLICIT NEEDS

Explicit needsarethosethat arerelatively easily recog-
nized and articulated by clients. Thisiswhereclientsclearly
know what they want and can easily comparison-shop be-
tween various providers. Sincethese needsarethe easiest
toidentify, vaue comesin helping clientssolvetheir bigger,
more compel ling needs- not intweaking existing offerings.

Some of themore common “ Explicit” needsthat Gen-
eral Counsel will often makereferenceto includetheneed
to havetheir outsdelawyers.

» Have somebas c understanding of theclient’sbusi-
Ness,

* Dedl effectively with unexpected changes,

* Provide unprompted communications; and

* Evidenceagenuinecommitment to help

Sample QUESTION designedtodicit theclient’s
explicit needs

* Whenit comesto your experiencein dealing with
firms, what are some of the problemsor frustrations
that you have personally experienced indeding with
thelawyersthat have served you?

Typicad RESPONSESwehavereceived from
Generd Counsd ininterviews:

“ Assign a manager or relationship partner,
particularly for large multi-nationals like
ourselves. Someone in the law firm needs to
dispatch and manage the work and | should not
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have to pay his/her hourly rate for that dispatch
work. It is amazing to me that 90% of the time
lawyers don't have any idea what other of our
matters are being handled within their firm.”

“ Continual non-matter, personal contact; make
an effort to know your contact face-to-face, not
just by telephone; take an interest beyond that
which you have been retained to do.”

“Website-driven questions for simple matters
would displace the need to go to firms for small
issues.”

“Instead of inundating me with fifty pages of
reading an insomniac couldn't stay awake for;
simplify it and keep it to the point.”

“ Sicktothebasics. customer service, develop a
counselor relationship with clients (both inside
lawyers and business people) and become their
trusted advisor.”

“Provide in house seminars for my legal
department, in my offices. | have asked and most
firms see this as a huge imposition.”

“ Everybody tries to sell bullshit seminars; the
ones that work are when attor neys come out and
talk to people, sit down and talk face-to-face,
one-on-one or in small groups; seminars are a
dime a dozen.”

“Training and/or literature needs to be much
more basic in its approach; most literature and
seminarsarewritten for attorneys, soit goesright
over the heads of our managers.”

Sample ACTION PL ANSthat aclient might actualy
vaue

* Invite your client (regularly) to attend and
participate in a practice, industry, or client team
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meeting in order to brief the group on new
developmentsintheir company or their industry?

* Let your client design their owninvoice. How do
you know what your dientswant to seeonaninvoice?
Instead of waiting for clients to ask, initiate the
process. Td |l them about your capabilities, show them
a menu of options, and invite them to design
something to meet their needs. Offer clients
alternatives so they can choose what fitswith what
they need for budgeting purposes. Helpthemto help
yousmplify your billing Satements- themost regular
and frequent communication tool your firm uses. If
eectronichbillingisdesired, accommodate the need.

#3: UNMET NEEDS

When clientsdescribe or react to their “Unmet” needs,
they will often project strong feelings or tension, using
expressonslike, “1 redly hateitwhen...” or“l wouldredly
beimpressed if somefirmcould...” These needsreally
matter to clients and occur where clients have a sense of
what the service offering should be, but their needstend to
exceed the scope of the standard servicesoffered by atypica
firm. Ironically, themarket for servicesto solve unmet needs
hasbeen growing and will continueto grow.

Someof themorecommon*“Unmet” needsthat Generdl
Counsel will often makereferenceto include the need to
havetheir outsdelawyers.

* Conduct ongoing litigationandysistohepthelegd
department identify theunderlying operationd causes
of litigation and then help devel op proactivelegal
strategiesand preventative programs,

* Help the legal department construct early case
assessment processes and reporting systems, and
create solutionsto manageinterna staffing concerns,

* Assstindefining forma performance metrics (that
go beyond spending and budgetary considerations)
for reporting law department progress to the
corporation’sexecutive; and
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* Providein-housetrainingin relevant changesin
law and applicableregulations.

Sample QUESTION designedtodicitthedient'sunmet

needs.

» What could we be doing that would makeyour life
easer?

Typica RESPONSESwehavereceived from General

Counsd ininterviews,

“Itisvery frustrating when outside counsel don't
understand the internal politics of the client
organization and the General Counsel’sposition
init.”

“Go beyond typical substantive law on a
proactive basisto consultancy of suchissues; give
thein-house counseal guidanceintermsof existing
policies that might give rise to vulnerability.”

“ Offer preventive lawyering or preventive
services.”

“ Take more of a consulting approach so that you
not only understand and can help decipher the
legal implications of a topic, but you can also
think of operational implications and help usto
think through the cost implications.”

“1 need transparency in billing so that as General
Counsel, | know the who, what, where, when,
and why on every time entry. General Counsel
often has to allocate costs over a web of
subsidiaries and you should do what you can to
help them with that.”

Sample ACTION PLANSthat aclient might actualy

vadue

» Make connectionsfor your clientsto help their
businesses. Do your homework.
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* Introduce your key client contact to some
individual of strategicimportanceto them (sources
of capital, referral sources, strategic vendors) or
someindividud that representsfor themapotential
future customer. Thisisone of the most effective
waysto add valueto your relationship.

* Attend anindustry event (meeting, trade show or
conference) with thiskey client. Learn about their
industrieswiththem. Thereisno better way for you
to develop first-hand insight into the challengesthe
client faces- regulation, deregul ation, diminishing or
maturing markets, exponentia growth, and soforth.

These Unmet needs require professionals who
cons stently gotheextramilein solving theclient’sproblems
andimproving their busines

#4: LATENT NEEDS

Although clientscan often describewhat they don’t like
about the service they may receive, they often can not
adequatdly expressideasand conceptsthat would hel p solve
their higher level needswith clarity. Latent needsoftenarise
whereclientsdon't easily recognizethey haveaproblemor
they don’t know exactly what particular servicesthey are
looking for. These needs may unfold as General Counsel
hasmoreformal involvement inthe corporation’sstrategic
direction, new product development efforts, and planning to
address the corporation’s future business trends and
challenges.

These Latent needs can only be unearthed by lawyers
who areprepared to invest asignificant amount of their non-
billabletimeactively collaboratingwiththeclient andlearning
theinner-workingsof theclient’sbusiness. Theclient here
may belooking totheir outsidelegal counsel to help them
integratetheir legal activitiesinto the business, anticipate
future business challenges, and add businessvalueto the
organization.

Sample QUESTION designedtodicittheclient’slatent
needs.

* If you were appointed the CEO for alaw firm,
what would you do differently?
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“These needs really matter to
clients and occur where clients
have a sense of what the service
offering should be, but their

needs tend to exceed the cope
of the standard services offered
by atypical firm.”

Typica RESPONSESwehavereceived from General
Counsd ininterviews:

“ Do as much as you can not to think simply asa
legal advisor or advocate, but as a business
partner; a willingness not to just get a good
handleonthelegal issueat hand, but the business
strategy asawhole and learn the business, learn
what the interests of the business are.”

“Do arisk-analysis of lawsuits; compare cases
within or acrossindustry looking at best-in-class
or worst-in-class performances and offer
suggestions on where we are at risk.”

“Help me recognize potential areas so | can
evaluate our company’s position relative to new
and evolving legal topics; the overtureiswelcome
and appreciated.”

Sample ACTION PL ANSthat aclient might actually
vaue

* Developacompany profilefor theclientwhichis
regularly updated and di stributed to membersof the
client serviceteam.

12
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* Obtain acopy of and personally read the strategic
plan of thiskey client company.

* Makean activeinternd effort to subscribeto, read,
anddrculatepertinent dippingsfromthisdient'strade
publications

Improving your client’s condition, not just meeting
expectations is paramount. The key is to build deeper
rel ationshipsandlearn moreabout your dients, their Srategies,
their organizations, their industry — than any of your
competitors. Thisdepth of knowledgewill then ensurethat
you arethefirst tolearn about the clients emerging needs,
determinethelr potentid problems, and beinthebest position
to offer new ideasand suggestions.

IT"SALL ABOUT SERVICE,
IT'S NOT ABOUT SELLING

Ask any partner inagood law firm anywhere, about the
qudity of servicethey providether client and they will swear
toyou that thereisno onethat doesit better. Indeed, they
will tell how convinced they arethat thereisnot another law
firm anywhere who services their clients to the level of
excellencethat their firm provides. Almost invariably, this
belief will begenuindy held.

Now try posing this series of questionsto agroup of
your partners:

“Think about thedlientsyou persondly serve. [ dentify
the one company that you would regard asyour most
ggnificant client—thedlient that representsthelargest
revenue which should mean where you have the
closest relationship. Now hand-on-heart, answer the
following ten questions honestly and give yourself
one point for every one you can answer in the
affirmative...”

During the past 6 months, haveyou:

1. Persondly vistedthiskey client at their place of
bus ness (off the current matter), just to seehow
thingsweregoing with the business?
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2. Voluntarily devoted non-billabletimeto attending
oneof thisclient’smanagement meetings?

3. Specificaly invited this client to attend and
participateinapractice, industry, or client team
meeting in order to brief the group on new
developmentsintheir company or their industry?

4. Introduced your key client contact to some
individual of strategicimportanceto them or
some individual that represents for them a
potentia future customer?

5. Attended any industry event (meeting, trade
show or conference) with thiskey client?

6. Proactively interviewed this key client and
subsequently drafted and circulated awritten
report on what thisclient hastold you that we
canspecificdly dotoimproveour level of service
to their company?

Inaddition:

7. Haveyou obtained a copy of and personally
read the strategic plan of thiscompany?

8. lIsthereany activeinternal effort to subscribe
to, read, and circulate pertinent clippingsfrom
thisclient’strade publications?

9. Haveweestablished an extranet to servicethis
key Client?

10. Have you developed a written Service
Enhancement Plan, whichidentifiesthisclient’s
future needs and how you are intending to
addressthose needs?

Wedid thisexerciseacoupleof weeksagowithagroup
of twelve executive membersof anAmLaw 100 firmwith
over 400 attorneys, each of which controlled asevenfigure
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book of personal business. We asked how many of them
could honestly tell the group that they scored threeor more
ontheten questions (not exactly apassing grade). Still, only
three (3) hands went up. Then what do you suppose
happened? The other nine debated amongst themselves
whether these kinds of actionswerereally appropriatefor
their firm’slawyersto be undertaking with clients! (Typical
defensivereaction.)

Why this reaction? Most partners are committed to
providing quality servicein spirit, but lack thedisciplineto
fully embracethat commitment. Inan early sceneof thefilm,
Kramer vs. Kramer, we see Dustin Hoffman receiving
congratulationsfrom hisadvertising agency peers. Hehappily
tellsthem how hislanding the $2 million Revlon account was
“oneof thefivebest daysof my wholelife.” Likewise, most
accomplished Rainmakerswill readily admit that |anding new
clientsisthegreatest thrill; thethrill of the chase. Nurturing
and keeping those clients once they’ ve been brought into
thefold. .. now that’shard work.

And yet these ten questionsrepresent but afew of the
kinds of precise actionsthat our research suggestsisthe
hard work that most firmsare NOT doing and that these
Fortune 1000 companieswould sincerely vaue. And therein
liesone of your greatest sources of competitive strategic
advantage. . . if you can merely inspirethe disciplineto
execute!

YOUR SERVICE MANAGEMENT
CHALLENGE

The Lesson: It'sasimplematter of investing timewith
your clients, showing agenuineinterest, asking clientstotell
you what they valuein your relationship and asking what
moreyou can do for them. If you don’t treat your existing
clientslike new clients, they will soon becomeyour former
clients

«|t’sall about excellencein service, not credits
for origination.

Superior client serviceistheleading reasonwhy clients
will stay satisfied and remainloyal. Professionalsneed to

“Client service combined

with superior legal skillsis

rare and differentiates law
firmsand lawyersin the

minds of clients.”

drill deep to discover those obscurebitsof information that
proffer new and latent client needs. Conducting aseriesof
meetingswith any onedientisana ogousto taking asngpshot.
Deeper insghtsand asensefor the patternsof change comes
from taking acontinuing series of snapshotsfrom asmany
different anglesaspossible.

* Declining satisfaction cannot beoffset by lower
fees.

Theresponsible partner must have everyone charged
with serving theparticular client and continualy asking: “Whet
isthe WOW factor inthe servicewe providethisclient?’

* Inadequate client service is a discipline
problem.

Thepresenceof aclient “service’ teamisanimportant
dynamic—but beginstofail miserably totheextent that there
isno enforced disciplinefor how everyonewill berequired
to perform. Very few firmswill make excellencein client
satisfaction an enforced standard.

Indeed, it hasbeen said that “thelast mgjor trangtion[in
law firm management] was mostly internally focused —on
more efficient structures, systemsand processes... - law
firmsstriped out inefficiencies, moreeffectively used leverage,
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and generd ly devel oped better businessmodels.” Asaresult, law firm performance systemsfocus on processes ' interna’
tothefirm—billable hours, budgets, disbursement recovery, leverageratesand more.

You must institute mandatory client feedback on every transaction, followed by full managerial follow-up, withthe
resultsto be used in performance counseling and compensation. Also, very few firmswill dedicate aprimary focusto
rel ationship building. You must al ocate specific non-hillableresponsbilitiesfor nurturing designated key existing clientswith

appropriate accountability and “ credit.”

» Once clients have experienced the art of the possible, it isdifficult for them to settlefor less

and easy for them to expect even more.

Theattributes of what constitutesmemorable (or just acceptable) client servicearefar from staticin theclient’'smind.
What could be considered outstanding servicetoday may only beregarded as good servicetomorrow. Infact, clients

congtantly change and upgradetheir standard for client service.

Couldit beany clearer? Could it be any more observable? Could it be any more daunting achallengetoimplement?

Theanswer to al three of these questionsisobvious!
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