[bookmark: _GoBack]A Checklist For Jumpstarting Your Law Department’s Information-driven Legal Spend Program
This document outlines specific steps and checklist items to consider when implementing your law department’s information-driven legal spend management program.  Specifically, this document details specific items related to the following legal spend program stages:
· Stage 1:  Run a Legal Spend Performance Health Check
· Stage 2:  Gain Buy In and Develop Plan
· Stage 3:  Educate Preferred Firms
· Stage 4:  Go After Low Hanging Fruit
· Stage 5:  Deliver Ongoing Savings
· Stage 6:  Get AFAs Right
NOTE:  Not all checklist items and best practices mentioned in this document can be applied to every in-house or outside counsel effort.  
Please share your experiences on using this checklist and/or building your legal spend program by emailing us at info@elevateservices.com.  
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1. Run a legal spend performance health check

· Assess key law department KPIs and benchmarks to gauge overall spend internal and external spend patterns in various areas
· Identify the key areas of heavy spend, hourly-based billing arrangements and wide spread spend among firms for similar matter types of work
· Map spend against legal work risk and complexity profiles to determine where misalignment may exist between cost and value of legal services (areas where unnecessary premiums are being paid or discounts are being missed)
· Quantify the level of missed cost savings related to compliance to guidelines (both internal and external)
· Determine the level of savings generated if firms moved to “target” staffing models or fee structures
· Quantify the level of savings associated with unbundling legal services in certain high volume, low risk areas (legal research, document review, translation services, document filing, etc.)
· Quantify the savings opportunities missed as a result of limited visibility
· Package up savings quantifications (portfolio analysis and by law firm) into an executive summary that can be easily presented to and understood by internal stakeholders 

2. Gain Buy In and Develop Plan
· Conduct informative findings workshops with law department leadership team
· Conduct informative law firm specific findings workshops with internal managers
· Educate in-house staff on the value and importance of data (show them quantitative findings)
· Educate in-house staff on how data fits into the overall piece of the legal spend puzzle (train them on how to use data in conjunction with other factors including quality rankings, expertise evaluations, location of firm, relationship, institutional knowledge, etc.) 
· Take lead on developing a three-stage legal spend horizon plan that addresses the following components (among others):
· Use of technology
· Information management and analytics
· Legal Spend Management Org Structure
· Outside Counsel Selection and Engagement
· Right-sourcing and unbundling
· Staffing and Fee Models
· Compliance to billing guidelines
· Use of Alternative Fee Arrangements
· Prioritize action steps based on level of savings, effort and cost to implement and level of interruption to ongoing business operations
· Review plan with legal department leadership and gain buy-in
· Communicate plan to in-house staff (with legal leadership sponsorship)

3. Educate Preferred Firms
· Develop law firm performance packet, which includes:
· Goals of discussion (to develop win-win relationships)
· Firm usage summary
· Firm performance scorecard
i. Qualitative Scorecard
ii. Quantitative Scorecard
· Quantification of Alignment Opportunities
· Suggested improvement plan and opportunities
· Immediate next steps
· Conduct collaborative discussions with outside counsel
· Clearly identify the metrics being used to evaluate their performance
· Educate firms on methods being used by in-house counsel to assess opportunities for savings
· Setup quarterly or bi-annual performance checks

4. Go After Low Hanging Fruit
· Develop framework for classifying, filtering and assigning legal work by:
· Matter Type (Litigation, Non Litigation - General, Non Litigation - Dispute, Investigation)
· Matter Area (Commercial, Employment, IP, Real Estate, Regulatory, Corporate, etc.)
· Matter Complexity (see Appendix A guidelines)
· Matter Significance (see Appendix A guidelines)
· Matter Urgency (high, standard)
· Centralize all legal spend reporting to a single reporting warehouse
· Unbundle low-risk, high volume or non-JD required work to alternative service providers
· First-level invoice review
· First-level contract review
· Contract uploads and administration
· First-level document review
· First-level legal research
· Legal translation services
· Records and document management
· Transcription services
· Matter Management support
· Legal Project Management
· Consolidate use of high-cost, low-spend local counsel to preferred panel firms
· Consider following factors when deciding upon consolidation:
i. Matter Area
ii. Level of Spend
iii. Costs and Fees
iv. Overall Satisfaction (use various qualitative measures)
v. Capability to Produce Desired Outcomes
vi. Location
· Consolidate disparate law firm sourcing models to centralized corporate sourcing model (i.e. LexisNexis subscription, etc.)
· Enforce optimized set of delivery guidelines 
· Law Firm Staffing Centralization and Efficiency:  Timekeepers per FTE
· Non-value add associate time (less than 3% of total matter hours)
· Enforcement of unbundling in certain routine areas of work
· Reject excessive “lagging” invoices

5. Deliver Ongoing Savings
· Install quarterly business reviews with preferred law firms (or top X firms)
· Install yearly spend portfolio assessments to track and benchmark savings
· Clearly define and train in-house counsel and outside counsel on strong and weak performance indicators
· Implement the use of legal analytics into ongoing spend and sourcing processes
· Encourage the use of legal project management practices and technology on specific types of matters:
· Goal Alignment
· Fee Modeling
· Resource Alignment
· Matter Planning and Budgeting
· Ongoing Management and Status Updates
· Issue Escalation protocols
· Change Request Process
· Resolution
· Evaluation

6. Get AFAs right
· Determine the fair market value for various areas of legal work
· Utilize “target” models as baseline for determining fair market value
· Craft value-based pricing as if all efficiencies and target staffing and rate alignments have been baked in
· Develop a playbook and framework for calculating premiums and discounts based on sliding scale of various factors:
· The type of legal work performed
· The significance of legal work performed
· The complexity of legal work performed
· The urgency of legal work performed
· The level of risk assumed by firm in delivering legal work performed
· Difficulty in achieving prioritized value based drivers:
· Efficiency
· Quality
· Outcome
· Train in-house AND Outside Counsel on how to collaboratively use the AFA playbook to develop a value-based fee model for each qualifying matter
· Begin tracking the value drivers and outcomes related to those value drivers on each matter wherein an AFA is established
· Periodically review the outcomes against value drivers to determine where AFA models need to be refined
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Appendix A:  
Matter Significance and Complexity Value Guidelines
The following value guidelines can be leveraged and customized while developing your law department’s processes for tracking matter significance and complexity.
	Matter Field
	Standard/Routine
	
	High

	Significance
	· Minimal impact to business
· Limited dollar exposure (as a % of Revenues)
· Limited influence on future business policies and controls
· Little to no media/brand exposure
· No executive leadership named in Matter
· Frequent and Routine in nature
	
	· High number of individuals affected/involved 
· High Dollar exposure (as a % of Revenues) 
· Strong influence on future business policies and controls 
· Extensive Media/Brand Exposure 
· Executive Leadership named in Matter
· "Bet the Company" Litigation

	Complexity
	· Limited parties and variables
· Single-district or jurisdiction
· Non-government or agency related dispute
· Limited requirement for specific expertise/timekeepers
· Limited to no third party experts required
· Healthy volume of similar matters in legal portfolio
	
	· Multiple parties and variables involved
· Multi-district or class action litigation
· Government-agency related investigation or lawsuit
· Very specific legal expertise required (partner level)
· Required involvement of field-related experts
· Limited volume of similar matters in portfolio
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Appendix B:  
AFA Type Selection Playbook
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